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reducing the size of inventories and associated car-The Strategic rigcss
Future logistics initiatives must demonstrate in-

So -creased productivity. Great returns can be gained
by standardizing processes and equipment and by
integrating technology, such as computer-aided
design, computer-aided manufacturing, and flexi-
ble manufacturing techniques, to the field army.Progr"%m Artificial intelligence is an emerging technology that

by Lieutenant General Jimmy D. Ross holds great promise for making logistics support a
system-intensive rather than labor-intensive process.
We will reduce the diagnostic requirements by
embedding "call-ahead" technology to coordinate
supply and repair actions automatically.

Focusing on a logistics research and development
program can enhance our ability to make necessary

A improvements in many areas. Logistics research and
Ss the Deputy Chief of Staff for Logistics development needs to be institutionalized and

(DCSLOG) of the Army, I have a strong personal resources applied toward those areas showing the
interest in introducing the subject of Army strategic most promise. This will enable us to explore new
logistics planning to readers of Army Logistician. technologies and insert them into the logistics proc-
This overview begins a special series on the strategic ess in a timely, well-managed way.
logistics program. I appreciate the Logistician staff's The strategic logistics program was created to in-
providing me, and the Strategic Logistics Agency, stitutionalize and centralize the planning needed to
an opportunity to "talk about" this important new develop the streamlined, integrated logistics system
program. of the future. This program will be managed by the

The current political and economic climates are Strategic Logistics Agency to ensure that, by 2010,
shaping the Army of the 21st century and, in turn, the Army has developed a logistics system that serves
our logistics support concepts. Reducing the size of the needs of our soldiers in a highly productive and
the national debt and the Federal budget is of the effective manner.
highest priority to the President and the Congress. We must not lose sight of the troops themselves
The need for judicious use of scarce resources will in our drive toward modernization. Your support
therefore have a major influence on the structure and involvement in developing the strategic logistics
of the Army's future logistics system. Other factors program initiatives are essential for success. The
influencing the logistics system include emerging bat- Army needs you to actively participate in this proc-
tie doctrine, future force structures, weapon and sup- ess by submitting your ideas to the Strategic Logistics
port technologies, and changes mandated by Defense Agency. Army Logistician will publish articles that
Management Review decisions. will provide details on program initiatives. The first

We envision the logistics support of the future as of these begins on the next page. I look forward to
an integrated system that places a minimum burden sharing more information on strategic logistics pro-
on the field while increasing Army productivity. We gram initiatives with you. ALOG
will make the future logistics system as paperless as
possible by using electronic data interchange.

The Army needs a single, dynamic logistics infor-
mation system that can reach across the services to
the lowest user level. Worldwide visibility of items
essential to our weapon systems will be an integral Lieutenant General Jimmy D. Ross is the Deputy
part of our logistics process. Readiness will be im- Chief of Staff for Logistics, Department of the
proved by reducing the time our field commanders Army. He is a graduate of Henderson State Univer-

sity, Arkadelphia, Arkansas, and holds a master ofspend on financial management controls. Asset business administration degree from Central
visibility will also provide the means of ensuring both Michigan University. He is also a graduate of the
property accountability and responsible, responsive Industrial College of the Armed Forces, the Army
materiel management. "Just-in-time" inventory Command and General Staff College, and the
management techniques, which will augment requisi- Army Logistics Management College's Logistics
tioning, will "push" materiel to the field, thereby Executive Development Course.
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App wxidixAK

Roadmap for the Future, Amy Logistician. Mawh-April 1991



The Strategic Logistics Program Army will be ready to perform a wide range of roles
and missions. To achieve the desired adaptability,
Army organizations will feature such characteristics
as modular design, adaptable command and con-

trol, sustainment capability and force sufficiency,and commonality of weapon systems. The Army willecontinue to emphasize the acquisition of high-
technology weapons to achieve a qualitative advan-
tage over potential adversaries.To provide effective logistics support to the

various levels of combat, the logistics communityFuture is faced wih the challenges of-

by Deborah L Pollard 9 Developing logistics systems designed to sustain
combat power and respond to the needs of battlefield
commanders.

* Maintaining or increasing levels of logistics sup-
port in an environment of declining resources.

o Revising logistics processes to support emerg-
ing AirLand Battle-Future doctrine.

* Reducing the logistics burden on the field to
allow more time for training and permit a greater
focus on the requirements of combat missions.

- Developing the Strategic Logistics Program
* " In the fall of 1989, the Deputy Chief of Staff for

Logistics (DCSLOG), Department of the Army,
presented the Secretary of the Army with a plan for
modernizing logistics operations and improving
logistics integration while dramatically reducing
operating costs. The plan called for establishing a
strategic logistics program that would explore new
concepts for supporting AirLand Battle-Future doc-
trine, integrate wholesale and retail logistics into a
"seamless" system, update technology, and modern-
ize logistics processes for both peacetime and war.
The program would create an evolutionary glide path
for Army logistics to enter the early decades of the
21st century. A Strategic Logistics Agency, report-
ing directly to the DCSLOG, would manage the
program.

urrent trends indicate that the Army This DCSLOG initiative was developed by a stra-
must be prepared to respond to a broad range of tegic logistics task force composed of personnel from
potential scenarios, from short contingency opera- various Army agencies. The commanders and
tions to large-scale, high-intensity wars, over the next deputies of the Army Materiel Command (AMC)
30 years. The Army of the future will include a mix and the Army Combined Arms Support Command
of heavy, light, and special operations forces in both (then the Army Logistics Center), at Fort Lee,
Active and Reserve components, and it will need to Virginia, provided quality support. The task force-
maintain a proper balance among combat, combat * Forecast the environment of 2010 and beyond,
support, and combat service support units. While based on an analysis of Department of Defense
joint and combined operations will continue to be (DOD) and Army long-range planning guidance and
emphasized, the Army will also require forces for future warfighting doctrine.
low-intensity conflicts, counterterrorism missions, * Determined future logistics opportunities by
and special operations. examining completed and ongoing DOD and Army

The organizational structure for the future force studies; conducting exhaustive interviews with mil-
must be extremely flexible and adaptable so the itary, civilian, and industrial leaders; and investigat-

ARMY LOGISTICIAN PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 7



ing potentiai appiicarons of tecnnotogy. in these :ogistics functions.
SDerivea logistics foundations for the year -2010 The strategic iogistics program is using total auai-

and beyond bv linking information about tne future ity management (TQM) methoaology to develop a
environment and logistics opportunities with inior- singie Army Logistics System. This methodology in-
mation on iogistics imperatives. AirLand Battle cludes such TQM techniques as rapid prototyping,
tenets. battlefield sustainment functions, and func- quantum process improvements, and continuous
tions of the industrial and sustaining base. process evaluation.

* Developed plans to link validated logistics con- Participation by users is essential to achieving the
cepts with the Army force integration process program.s objectives throughout the materiel life
through the Army Long-Range Logistics Plan. cycie, from conceptual stages to the development of

*Developed and published a strawman concept functionai requirements, and on through operating
for logistics in the year 2010 and beyond. capability. The resulting process improvements will

The task force melded the efforts of dozens of be impiemented incrementally. More than 21 indi-
logistics experts -ind strategists into a simple, com- viduai logistics design characteristics have been iden-
mon sense approach for total quality process im- tified for proof-of-principle testing during fiscal
provements in Army logistics. The output of the task years 1990 through 1995.
force, together with parallel efforts in AMC and the Todays environment is commodity oriented and
Combined Arms Support Command. resulted in a features aging technology. Decisionmaking is
plan that would help meet cost reductions mandated hampered by incomplete and often suspect item
by Defense Management Review decisions. The management information. The decisionmaking proc-
Army Secretariat approved the proposed strategic ess is also hurt by limited asset visibility. This results
logistics program, and the Strategic Logistics Agency in resource and inventory imbalances that adverse-
was established on 19 July 1990. ly affect the availability of weapon systems. The

Strategic Logistics Agency plans to develop a stand-
Strategic Planning ior Logistics ard system for core logistics functions based on the

The Strategic Logistics Agency will implement the weapon system management concept. This system
near-, mid-, and long-term goals identified for the will be flexible enough to meet the requirements of
strategic logistics program to support tomorrow's different scenarios, mission-oriented. 'ast. and inter-
Army as it performs its evolving missions. The active, and will provide accurate, comprehensive,
agency is the single integrator for the process and and readily available data. The Army will then have
functional analyses required to modernize and inte- the asset visibility and scenario information it needs
grate logistics functions. to make stock allocation decisions that will maximize

The goals of the strategic logistics program are the operational availability of weapon systems at the
to integrate wholesale and retail logistics into a least cost.
seamless system: achieve sustainment imperatives for
combat logistics: and meet budgetary savings objec- Near-Term Initiatives
tives resulting from Defense Management Review Near-term (through fiscal year 1995) strategic
decisions. (The strategic logistics program is tasked logistics program initiatives will transform the exist-
with the responsibility of overcoming a S4.2-billion ing separate wholesale and retail systems into a
funding reduction allotted to the Army by Defense seamless system that effectively spans the continuum
Management Review decisions.) from "the foxhole to the factory." When these ini-

The strategic logistics program will focus on im- tiatives are completed, the distinctions between
proving logistics processes where the current proc- wholesale and retail as we know them today will
esses either are less than optimal or have potential disappear. Integration will enhance supply, main-
for streamlining logistics functions. The program will tenance. transportation. and distribution manage-
use the latest tecnnology-,;uch as open-system arcri- ment by reducing order and shipping time (OST),
tecture and interconnectivity environments. elec- improvirg materiel returns, basing provisioning on
tronic data interchange, artificial intelligence, and real-time data base inputs, eliminating excess stock.
robotics-to achieve a "paperless" system, and reducing stockage of certain repair parts.

A host of core logistics functions fall under the Work is underway to reduce OST, which is a
purview of the strategic logistics program, including maior factor used in computing stockage levels. The
supply, maintenance. matenel acquisition (of spares Strategic Logistics Agencv plans to introduce ele-
and repair parts), distribution and transportation, ments of a new requisitioning system to support units
and soldier services. The program is directing inte- deployed to Operation Desert Shield. as well as units
grated development of maior systemic improvements in Europe and the continental United States. dur-

,MARCH-APRIL 1991



ing fiscal year 1991. These enhancements to current
standard information systems will allow the systems
to operate with near-real-time speed in processing
transactions and will reduce the order segment of
OST to less than I day. The agency anticipates using
satellite communications technology to supplement
telephone modems to further enhance the speed of
operations. A shorter supply pipeline will make it
possible to reduce stockage levels and inventory in-
vestment throughout the Army. By the end of fiscal
year 1994, it may be possible to reduce OST for
repair parts by 20 days and stockage levels by ap-
proximately 50 percent.

Other near-term initiatives will carry out short-
range efficiency enhancements mandated by recent fective and efficient redistribution decisions before
Defense Management Review decisions. One of these pursuing alternatives.
initiatives will convert the requisitioning and repair
of depot-level reparables from procurement funding Mid-Term Initiatives
to stock funding. The Army is implementing this Mid-term initiatives under the strategic logistics
conversion in three phases. Starting in October 1990, program include developing logistics decision sup-
AMC began procuring depot-level reparables port applications; implementing a single stock fund;
through the stock fund. In July 1991, depot-level providing concepts for enhancing the combat serv-
maintenance of reparables will be paid for through ice support control system; and working on logistics
the stock fund. In January 1992, all customers will doctrine and systems changes required by the Office
be required to use the stock fund to pay for their of the Secretary of Defense's corporate information
reparables-there will be no more "free issues." management initiative.

To develop confidence in this method of doing
business, the Army approved a division-level test that Long-Term Initiatives
began in January. This test will ensure that the im- For the long-term, the Strategic Logistics Agency
plementation plan and supporting systems have been will soon begin to conduct a broad, comprehensive
properly evaluated, analyzed, and designed before analysis of logistics requirements for the year 2000
mandatory implementation of stock funding begins and beyond. From this analysis, the Agency will
in January 1992. The Strategic Logistics Agency develop functional statements of requirements for
anticipates that stock funding of depot-level repara- the future logistics system. These functional state-
bles will reduce operations costs by a net of 10 ments will become, in effect, the master plan for
percent. logically developing the next generation of logistics

The concept of weapon system management is management information systems. These systems
central to the strategic logistics program. Under the will be an integral part of the emerging DOD con-
weapon system management concept, managers will solidation of logistics functions at the national level.
make repair, distribution, redistribution, and pro-
curement decisions using input from the require- As the Army progresses into the 1990's, the
ments of combat commanders, thus enhancing the strategic logistics program will design logistics
availability of weapon systems in the units where modernization and integration initiatives to keep
they are needed most. The Strategic Logistics Agency pace with force requirements effectively and effi-
will integrate logistics support requirements for this ciently. The result will be a more lethal, deployable,
concept. and versatile Army for the next generation. ALLOG

By the end of fiscal year 1994, weapon system
availability models will be used to determine stock- Deborah L. Pollard is a qualitv assurance spe-
age levels. These availability models will also deter- cialist detailed to the Army Strategic Logistics
mine the optimal maintenance workloads for depots, Agency at Fort Belvoir, Virginia. from the Army
contractor repair facilities, and units in the field. Depot System Command in Chambersburg, Penn-
These models will also use refined training and field sylvania. She is a graduate of the Army Materiel
usage data to develop replenishment and war reserve Command quality and reliability assurance intern
requirements. Total asset visibility, including assets program and holds a bachelor's degree from In-
in transit, will allow system managers to make ef- diana University of Pennsylvania.

ARMY LOGISTICIAN PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 9
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The Strategic Logistics Program

Total Asset A number of recent newspaper articles
have asserted that the Army was having trouble
keeping track of its spare parts while moving equip-
ment to Saudi Arabia for Operation Desert Storm.V isib ility According to these reports, the problem was caused
in part by the lack of a good central inventory

by Timothy Yeager and Alan F. Estevez system. The lack of a comprehensive central inven-
tory, or asset visibility, system was not news to the
Department of tme Army. In fact, in 1989 the Army's
Strategic Logistics Systems Task Force, a group of
logistics experts assembled to analyze Army logistics
for the year 2010 and beyond, had reiterated that
"vastly increased asset visibility" was key to develop-
ing an integrated logistics system over the long term.

In 1990, the Department of Defense (DOD) an-
nounced its Defense Management Review decisions
(DMRD's). These decisions are designed to produce
near-term savings by consolidating similar functions
among the military services. Many of the DMRD's
identify asset visibility as a significant element in
achieving DOD's short-term logistics objectives. For
"example, DMRD 901 cites "visibility of retail and
operating stocks" as a means of reducing Army
supply system costs; DMRD 927 mandates that
wholesale and retail logistics be integrated, which
will require increased visibility of the Army's inven-
tory. The message is clear: The Army needs asset

- visibility!
Actually, the Army already has asset visibility, but

it is fragmented and limited in scope. As outlined
in AR 710-3, Asset Transaction Reporting System,
the Army has several management information
systems that maintain visibility over a majority of
the Army's inventory. For example, the continuing
balance system-expanded (CBS-X) maintains visibil-
ity of all major end items (supply class VII) with
reportable item control code 2; the selected items
management system-expanded provides visibility of
selected repair parts (class IX); and the worldwide
ammunition reporting system captures visibility of
all ammunition (class V). A variety of systems, such
as the DOD small arms serialization program and
DOD radiation testing and tracking system, provide
serial number visibility of selected items within the
Army inventory. Lastly, the commodity command
standard system (CCSS) is a repository of wholesale
asset data, although this information is compart-
mentalized by functional area.

2 MAY-IUNE 1991



What the Army does not currently possess is a of the 24 existing retail and wholesale supply systems
single, authoritative source for tracking its total in- that maintain supply transactions or asset informa-
ventory. A user must query several different systems tion. The SLA concept for total asset visibility builds
in order to determine onhand balances for all of the on the principles already successfully demonstrated
items that make up one weapon system. In short, in class VII management. It extends those principles
the Army's picture of asset visibility is highly dis- to the other classes of supply, links asset data to a
jointed, commonly defined Army force structure, and makes

In July 1990, the Strategic Logistics Systems Task it possible to synchronize data in a building-block
Force became the Strategic Logistics Agency (SLA), approach.
which then assumed responsibility for implementing By using the class VII centralized information
several of the DMRD's. Recognizing the need for management processes, total asset visibility will ex-
better asset visibility, SLA is developing total asset tract transactions from existing supply systems to
visibility processes and capabilities that will ulti- track assets by weapon system. Data sources and col-
mately provide near-real-time visibility of the Army's lection for the total asset visibility data base will not
inventory from factory to foxhole. The criteria for be readily apparent to the user (being "transparent")
developing such a program are clear: Achieve the and will not create additional reporting require-
savings mandated by the DMRD's to realize max- ments. While SLA's total asset visibility concept pro-
imum near-term paybacks while at the same time poses to build on this class VII management foun-
minimizing risks in the developmental process. dation, it goes one step farther by supplementing the

To meet these goals, both existing and emerging centrally managed data base with decentralized
processes and capabilities are being used to obtain technology that can "reach through" other Army
visibility of Army assets, whether they are in the automated logistics systems to capture additional
hands of soldiers; in storage at a retail stockage data.
point, depot, or wholesale stockage point; or mov- SLA's total asset visibility concept was evaluated
ing between their source and destination. In order in a proof-of-principle demonstration that began 1
to minimize risks, total asset visibility is being devel- October 1990 and continued through 28 February
oped and evaluated using total quality management 1991. The demonstration provided visibility of more
principles, including a proof-of-principle demonstra- than 120 class V, VII, and IX items for the multiple-
tion and rapid prototyping techniques. launch rocket system (MLRS), using both centralized

It is anticipated that total asset visibility will and decentralized technologies. Centralized infor-
generate tremendous savings for the Army by sup- mation management processes were demonstrated
porting other SLA initiatives, such as readiness- by extracting updates on transactions from the stand-
based maintenance and stock funding of depot-level ard property book system-redesign for retail class
reparables, as well as the existing re. -irLments deter- VII items, the standard Army intermediate level
mination process. Savings can also be achieved by system and the direct support unit standard supply
streamlining current Army inventory control pro- system for retail class IX items, the standard Army
cedures. Ultimately, total asset visibility will e ,o!' ' ammunition system for retail class V items, CCSS
as an interactive network that provides Army man- for wholesale class VII and IX items, and the stand-
agers and decisionmakers with the capability to ard depot system for wholesale class V items.
manage and control assets in response to national These transactional updates were tied to the Army
needs. force structure, which was determined through the

The Army currently manages class VII items more Army authorization documents system, force ac-
effectively than any other class of supply. Under the counting system, and customer information control
centralized management of class VII, major end file. The assodiated s51.)port items of equipment listed
items are tied precisely to the Army force structure in the Arr.,y's basis of issue plans were used to con-
through the interface between the requisition val-da- fiure the updates for individual weapon systems.
tion system and CBS-X. The key class VII manat,- Class IX relationships to weapon systems were coor-
ment system, CBS-X, currently interfaces with 18 dinated with the Army Materiel Command (AMC)
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Materiel Readiness Support Activity, AMC's major retrieve class IX asset balances for repair parts
subordinate commands, and materiel developers, located at Fort Hood, Texas. Total asset visibility
Once tied to the Army force structure and configured also provided visibility on the locations of in-transit
by weapon system, transactional updates were posted assets by accessing a U.S. Transportation Command
to a centrally managed data base. in-transit visibility (ITV) system prototype. Since the

The proof of principle demonstrated the use of OSC and ITV systems are still under development,
decentralized technology by "reaching through" to user-transparent direct links could not be established
selected query sites to obtain additional data. A during the proof of principle. However, the tech-"gateway" to the Army Missile Command nology to complete direct connections was tested and
(MICOM) at Redstone Arsenal, Alabama, was will be put in use as those two systems evolve.
featured to capture MLRS procurement information The capability of total asset visibility to provide
from the CCSS. A second gateway, to the objective support to decisionmakers was also demonstrated
supply capability (OSC) data base currently located during the proof of principle. Online access was
at the Army Aviation Systems Command available at the Systems Integration and Manage-
(AVSCOM) in St. Louis, Missouri, was used to ment Activity (SIMA)-East, SIMA-West, and

etail to
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SLA's total asset visibility concept.

4 MAY-JUNE 1991



MICOM. This access permitted users to query the
total asset visibility data base as well as to obtain
data from the gateway sites. Total asset visibility
demonstrated its application support capabilities by
passing visibility data for onhand serviceable and
unserviceable items to the proof-of-principle dem- "
onstration for readiness-based maintenance. -

Test and evaluation of the proof-of-principle
Testing was conducted in four separate segments.

Segment one evaluated the accuracy of the :oral asset "
visibility data base by comparing a sample of the
positions of onhand assets with both the accountable
records and the physical inventory of onhand assets.
This provided an assessment of how accurate the
transactional update process was and how timely the
data were. Segment two assessed the communica-
tions capabilities of the total asset visibility network.
Communications links were tested for their respon- -

siveness and their ability to expand to a wider base
of users. Segment three examined the design of the
total asset visibility data base. The data base was
tested to ensure it could operate in an open systems
architecture. The evaluation of these three segments must adapt to an environment of limited resources
was performed by the Army Information Systems while at the same time maintaining a well-trained,
Engineering Command and its contractor, Engineer- well-equipped, combat-ready force. This can only
ing and Economics Research, Inc. be accomplished by efficiently and effectively man-

Test segment four assessed how well total asset aging Army programs and resources. Asset visibil-
visibility functioned. In this segment, the total asset ity is a key tool in enabling the Army to meet this
visibility menus and screens were evaluated and a challenge.
survey was conducted to determine the ability of The Strategic Logistics Agency concept for devel-
total asset visibility to provide support to manage- oping total asset visibility provides the Army with
ment decisions. The evaluation of segment four was the means to better manage its inventory. In short,
performed by MLRS item and program managers total asset visibility will lay the foundation for both
and representatives from the Army Materiel Systems our current requirements and the future of Army
Analysis Activity (AMSAA). AMSAA also con- logistics. ALCG
ducted an independent evaluation of the results of
the proof-of-principle demonstration.

Planning for a total asset visibility prototype
began during the proof of principle. Implementa- Timothy Yeager is a logistics management
tion of an operational prototype is scheduled for the specialist assigned to the Army Strategic Logistics
fourth quarter of fiscal year 1991. The target date Agency at Fort Belvoir, Virginia. and is the team
for completing the full-scale development and field- leader of the Total Asset Visibility initiative. A
ing of total asset visibility is the end of fiscal year graduate of the Army Materiel Command supply
1994. management intern program, he holds a B.S.

The lessons already learned from Operation Desert degree in accounting from Messiah College, Grant-
Storm clearly show the Army's need for total asset ham, Pennsylvania.
visibility-and right now, not just in the future.
Asset visibility helps ensure that the right item is in Alan F. Estevez is a supervisory trandic manage-i- ment specialist on a Logistics and Acquisition
the hands of the soldier when needed. Effective in- Management Program developmental assignment
ventory management also frees critical logistics assets at the Strategic Logistics Agency from the Military
to provide efficient combat service support. Traffic Management Command. Falls Church,

While Operation Desert Storm has made the im- Virginia. He is a graduate of the Army transporta-
mediate benefits of asset visibility clear, the long- tion management intern program and holds a B.A.
range applications cannot be overlooked. The Army degree in political science from Rutgers University.
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The Strategic Logistics Program

Stock Funding of Depots
A mong the major near-term projects depot level. Examples of DLR's are components and

undertaken as part of the Army's strategic logistics major assemblies such as engines, transmissions,
program, possibly the most complex is converting periscopes, printed circuit boards. and modules.
the financing of all secondary items now funded by The Army stock fund has historically purchased
procurement appropriations to the Army stock fund. such class IX field-level reparables and consumables
This change is not just a matter of accounting; it as fuel, clothing and textiles, food, medical and cien-
will have a significant effect on all Army activities tal supplies, and common hardware. PA2 funds. on
because it will require customers to pay for depot- the other hand, have been used to pay for DLR's.
level reparables rather than receive them as free These procurement-funded items, which are mostly
issues. Everyone in the Army should know what high-dollar items, are currently issued to Army cus-
stock funding of depot-level reparables is, how it will tomers at no cost to the customer.
work, and what impacts it will have in the areas of
supply, finance, transportation, and maintenance. The Army Stock Fund

The decision to institute stock funding of depot- The Army stock fund (ASF) is a revolving work-
level reparables is a result of the Defense Manage- ing-capital fund designed to finance supply pipelines
ment Review process, which was established by the between suppliers, or vendors, and the ultimate user,
Office of the Secretary of Defense (OSD) on 1 April or customer. The ASF operates much like a com-
1989 to develop initiatives for improving efficiency mercial business in that it purchases supplies from
in the Department of Defense (DOD). Defense vendors with stock funds and sells those supplies to
Management Report decisions (DMRD's) 904 and customers. Like the private sector, the ASF has
904C directed the Army and the Air Force to stock- separate wholesale and retail elements. The retail
fund all reparable items previously funded by PA2 stock fund portion of the ASF supports operations
(secondary item procurement appropriations) ac- at the retail, or unit and installation, level and is
counts. DMRD 901 further directed that all costs replenished by funds from customers. The wholesale
for, or directly related to, stock-funded items be in- stock fund portion of the ASF supports operations
cluded in the price paid by customers. These costs at the wholesale, or depot, level and is replenished
include personnel, transportation, storage, and other by the retail stock fund arid by other customers.
associated costs. Stock-fund operating obligation authority appor-

(OSD also directed the Dee Army stock fundOp e tioned by the Office of Management and Budget
incorporated into the Defense Business Operations allows the Army to order supplies and to pay for
Fund and renamed Supply Operations, Army. While them with money drawn from the stock fund. Pur-
logisticians should become familiar with these terms, chases of war reserve items and initial spare and
this article will use Army stock fund terminology to repair parts for new equipment are made with pro-
avoid confusion.) curement funds appropriated by Congress.

A reparable item is a class IX spare part that can The Defense Logistics Agency and the other
be removed from an end item and economically armed services operate stock funds to procure the
repaired to a serviceable condition. A field-level supplies they manage. Arny customers may order

reparable is a class IX secondary item that is repaired supplies directly from any DOD stock fund and

at the direct support or general support maintenance generally use Army retail stock funds to pay for

level. Field-level reparable secondary items are not them.

supplied from the depot level and do not require a

depot-level decision to wash them out of the logistics
system as nonreparable. A depot-level reparable The Navy Experience
(DLR) is an item that must be repaired at the depot In the early 1980's, the Navy began a test of stock-
level, or the wash-out decision must be made at the funding of DLR's. The Navy believed that com-
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.evel Reparables by Kenneth L. Moore

manders in the field would have more incentive to representatives from DA headquarters and the
return DLR's for repair if they were required to pay Army's major commands (MACOM's). The
for replacements and knew their costs would be off- MACOM representatives ensured that MACOM
set only by the credit given for the returned unserv- concerns were considered during the development
iceable item. The Navy also felt that stock-funding of the implementation plan.
of DLR's would provide logisticians with the flex- The Army's plan for stock funding DLR's is in
ibility to procure, repair, or reprogram to meet line with OSD initiatives to foster a more business-
demands. like attitude in defense logistics. The Army plan will

The Navy's DLR's were purchased with procure- provide sound and timely management of Army
ment appropriations, but they were repaired with resources while emphasizing OSD's objectives of
program 7 maintenance (P7M) funds. Any changes capturing total costs and maximizing efficiency
in funding required congressional reprogramming. within and among the armed services.
With both procurement and repair being financed The logistics system is not being redesigned-the
by the stock fund, however, the logistics manager OSD guidance was to minimize changes to the cur-
could elect to either buy a new item or repair an exist- rent logistics system when implementing stock fund-
ing one without seeking approval from a higher level. ing of DLR's. Changes that must be made to various

During the test's first year (1981 to 1982), the automated systems will for the most part be trans-
Navy reported a 23-percent increase in materiel parent to the user. Future improvements to the trans-
availability and a 12-percent increase in returns of portation system will allow the Army to track
unserviceable DLR's to the wholesale level. Cus- unserviceable items from turn-in to reception and
tomer waiting times were reduced by 25 percent, processing at the depot.
back orders by 13 percent, and customer require- Because of some inconsistencies in cataloging and
ments by 10 percent. other management decisions, some DLR's are cur-

Two of these results attracted the interest of the rently stock-funded and some consumables funded
Army: the 12-percent increase in unserviceable by PA2. Under stock funding of DLR's, all items,
returns, which meant more requirements were being including those previously funded through the PA2
satisfied by repairs and fewer by procurements; and accounts, will be realigned into two categories, rep-
the 10-percent reduction in customer requirements, arables and consumables, under the ASF account.
which indicated that only items that were truly The reparable category will consist of items hav-
needed were being ordered and that more repairs ing a source, maintenance, and recoverability code
were being performed at lower levels. Both of these in position four of D (lowest maintenance level
results contribute to an overall reduction in capable of "omplete repair is depot level) or L (repair
inventories, restricted to a designated specialized repair activity);

items with an automatic return item code of C
The Army Concept (critical to the wholesale level), E (in short supply

The Strategic Logistics Agency (SLA), under the at the wholesale level), R (in excess at the wholesale
supervision of the Office of the Deputy Chief of level), or S (identified as special project requirements
Staff for Logistics, Department of the Army (DA), at the wholesale level); and items that have a depot
received the charter to implement Army stock fund- repair program. The consumable category will con-
ing of DLR's. Because the conversion to stock fund- tain secondary items that do not meet the criteria
ing is a very complex process-one that crosses the to be a DLR. The Army Materiel Command will
boundaries between wholesale and retail logistics designate item. as reparable or consumable.
systems in supply, maintenance, transportation, Under stock funding of DLR's, credit will be given
automation, training and marketing, and finance- to wholesale customers, including retail stock funds,
SLA established ad hoc work groups that included for turning in both serviceable and unserviceable
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stock-funded DLR's. Credit will be granted on signal components. They make up 12 percent of all
receipt of the shipping document (FTM), except in the lines managed by the Army but 76 percent of
U.S. Army, Europe (USAREUR), where credit will the cost of all issues of Army-managed secondary
be granted on turn-in to the European Redistribu- items.
tion Facility. No credit will be given by the wholesale Perhaps the most sensitive issue in the changeover
level for obsolete items. Operation and maintanance, is the status of dues-out from the wholesale level to
Army (OMA), customers will receive immediate the retail level as of 1 April 1992. On that date, all
credit upon turn-in of items to the supporting stand- requests, including those previously ordered, must
ard Army intermediate level supply (SAILS) system contain a valid fund citation. The Army Combined
activity. (NOTE: At presstime, the Comptroller of Arms Support Command at Fort Lee, Virginia, has
the Department of Defense directed that, because developed an automated program that will assist
of uncertainty about the amount of items being re- units in identifying and validating those items cur-
turned to the stock fund, no credits be given for rently due out from the wholesale level. Units will
returned material except for fuel. This policy is ef- start to validate these dues-out and submit requests
fective until further notice.) for canceling those items no longer required. OSD

The Army is instituting stock-funding of DLR's has authorized partial central funding (in the form
in three stages. Since last 1 October, all DLR's have of stock fund withdrawal credits) for these back
been procured through the ASF while free issues to orders. Each requisitioner must ensure that all req-
retail customers continue through stock fund with- uisitions are valid so that the authorized funding will
drawal authorization. As of 1 July, all DLR main- cover the due-out requirement.
tenance actions at the wholesale level will be funded
by the ASF. And on 1 April of next year, free issue Impact on Finance
will end for all replenishment. After that date, retail Beginning in April 1992, retail-stock-fund activ-
customers will reimburse the ASF for all DLR's req- ities will be billed at the standard price for DLR's
uisitioned, except for initial issues and war reserve listed on the Army master data file (AMDF). The
materiel. Initial issues will continue to be free issues standard price will be based on the cost of acquir-
through stock fund withdrawal authority during ing the item, plus ASF surcharges. Surcharges are the
fiscal year 1992. In subsequent years, initial-issue costs to the wholesale level of managing, procuring,
spares will be bought from the ASF by procurement stocking, issuing, and transporting DLR's. Stock-
accounts and provided as free issues to Army fund activities will receive credit from the wholesale
customers. stock fund when the appropriate inventory control

The most significant of these milestones for point receives and processes the notification of DLR
customers is 1 April 1992, when there will be no more shipment (except for USAREUR, which will receive
free issues. After that date, everything ordered that credit upon turn-in to the European Redistribution
is coded as an Army secondary item will be paid for Facility). This method of granting credit by the
using the ASF. Every time a demand is placed on wholesale stock fund before actual receipt of the
the system, the user's operating account will be re- DLR is a policy change approved by OSD.
duced by that amount. Stock funding of DLR's Here is an example of how the process will work.
means that the customer-the ultimate user-will An item is procured from industry for $50,000. A
buy what he uses. For example, a customer requir- surcharge of $10,000 is then added to cover all
ing a $7,000 replacement engine will pay for the DLR transportation charges and overhead costs, which
from his own funds. makes the standard price of the item $60,000.

When an unserviceable item is turned in and proc-
Impact on Supply essed, the customer will receive credit equal to the

The effective date for realigning secondary items standard price minus all surcharges and the repair
withi, the ASF will be 1 April 1992. The realign- and wash-out cost. The percentage of the credit will
ment will correct all improperly coded items in the vary by commodity but will likely be in the range
two categories of consumables and reparables. To of 50 to 60 percent of the standard price. The net
illustrate the magnitude of the realignment, there are cost to the customer will be the difference between
currently some 318,000 consumable lines that ac- the standard price and the credit received. The key
count for about $2 billion in annual sales. factor is that the unserviceable item must be put back

There are about 37,000 DLR's that account for into the retrograde pipeline as quickly as possible
approximately $6 billion in annual issues. These so that the customer will have sufficient funds to
"free-issue" lines represent such high-dollar items support his mission.
as engines, transmissions, transfers, and aircraft and If the customer is supported by the direct support
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unit standard supply system, he will receive credit receipts, and making monthly reconciliations with
from the tactical unit financial management infor- activities at all levels. Stock funding of DLR's will
mation system (TUFMIS) as soon as the unservice- require the abimity to manage the pipeline of returned
able item is processed. MACOM's will have the op- DLR's through visibility of both serviceable and un-
tion of passing credit through TUFMIS to the cus- serviceable assets. To avoid delays in granting credit
tomer or accumulating credit (buying power) and and the resulting cash flow problems in the ASF,
distributing it as needed. DLR's and their accompanying documentation must

The direct support unit receives its credit imme- be received and processed in a timely manner at all
diately on turn-in of the item to the stock fund at levels.
the corps or installation level, which operates under It is envisioned that the retrograde process will
the SAILS system. As the item is processed through have a "reverse" order and shipping time in terms
the SAILS system. a document (DIC FTMI) is gen- of days. Standards will be established and measured
erated that states the item is ready for shipment to from the time the item is turned in by the customer
the wholesale level. The FTM is sent to the wholesale until it is received and processed at the depot.
level, where credit for the unserviceable item will be Transportation costs for stock fund materiel will be
granted to the retail stock fund within 7 to 14 days. inclonded in the ASF surcharge. Shortages of OMA
This process will allow all levels to maintain their transportation funds at the shipper level will no
funding capability in a timely manner. There will longer be a problem for returning stock-funded
be safeguards bur t into the system to protect both materiel.
wholesale and retail levels from problems in the
credit process. Impact on Maintenance

Stock funding of DLR's will not require a new
Impact on Transportation maintenance structure or major changes to mainte-

The Army's credit and billing policies are linked nance policy. The implementation plan requires that
to retrograde management. Army standards and pro- maintenance managers make smart "fix-or-buy"
cedures for processing and moving secondary items decisions. Mfaintenance and supply managers at all
through the distribution system will include improve- echelons will need to be aware of the financial im-
ments that will track assets in the pipeline. establish pact of converting from "free-issue" appropriation
priority designators for retrograde shipments, en- funding to stock funding. The amount of funds pro-
sure prompt reporting to all echelons of the Army, vided to field commanders for day-to-day operation
and ensure timely credit to the various levels. and maintenance of equipment is based on the

The success and solvency of both wholesale and assumption that maintenance will be performed at
retail stock funds will depend on improved timing the lowest appropriate and authorized level and that
in giving credit for returned DLR's, processing unserviceable items will be returned to the source
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of supply in a timely manner. to visit specific organizations and provide onsite
Proper maintenance techniques, troubleshooting, training to as many workers, managers, and super-

fault isolation, and use of test, measurement, and isors as the organization desires within a 3-to 5-day
diagnostic equipment to determine required repairs period. Each team will include experts in supply,
take on added importance and make the training of maintenance, and finance. The Army Quartermaster
maintainers critical. Materiel management centers Center and School at Fort Lee will establish a train-
(MMC's) at the retail level will need to assess the ing and marketing task force to oversee the mobile
impact of stock tunding, focusing on resources training teams.
needed to accommodate stock funding of DLR's. The concept of stock funding DLR's is already

Under the previous funding strategy of free-issuing being taught in some service schools; others will start
DLR's, a customer had little incentive to diagnose instruction this year. A "Commander's Pocket
and repair a malfunctioning DLR; he could simply Guide" now being developed will identify the pur-
requisition a replacement from the supply system. poses, objectives, implications, and critical leader-
Under stock funding, the customer will reimburse ship responsibilities underlying the implementation
the supply system for a replacement, as is now done of stock funding.
for consumable Parts. This requirement should pro- A demonstration of stock funding of DLR's is
vide the necessary incentive for maintenance ac- currently underway at the 2d Infantry Division and
tivities to make additional diagnoses and repair the 19th Support Command in Korea. This test Nill
malfunctions until the DLR is clearly beyond the not involve "real dollars." It will use a parallel
unit's capability to repair. DLR's evacuated to the automation system operated by the test contractor
general support and depot maintenance levels will to identify systemic problems, analyze feedback
very likely be in a more advanced state of disrepair from soldiers and commanders, document system
and thus more difficult and time-consuming to change requirements, and evaluate resource re-
repair. quirements. Results of the test will be used to refine

The impact of stock funding may lead to changes plans for implementing stock funding Army-wide.
in general support and depot maintenance work- Stock funding of DLR's will improve management
loads. The complexity of their workloads may in- of secondary items. Moving and realigning funds will
crease and the quantity of unserviceable items being be easier, and the buyer-seller relationship of a work-
received for repair will likely decrease. The depot- ing capital fund will provide needed financial incen-
level repair process will be, more than ever, the tives for efficiency. Instead of one fund to procure
Army's primary resupply source for DLR's. Because and another to repair, the ASF will finance both
great savings can be realized by repairing rather than functions at the wholesale level. The wholesale repair
buying, Army policy calls for repairing all available facilities will repair only DLR's that can be sold by
unserviceable assets for which a requirement exists the ASF to its customers; inventory growth will be
before purchasing new ones. curtailed; customers will be more cost-conscious

when placing orders for high-dollar items; and the
Training and Marketing retrograde pipeline will receive more intensive

It is critical to the success of stock funding of management.
DLR's that the program function correctly from the The success of stock funding DLR's depends on
very first day. Soldiers and civilian workers must Army-wide awareness and support. The old adage
have the right information, know what is expected of "readiness at any cost" is no longer applicable.
of them, and have the procedures to perform their The Army of the future must realize that its force
tasks. SLA has developed a videotape on the con- structure will diminish and resources will be less than
cept of stock funding DLR's, which was distributed in recent decades. Stock funding of DLR's offers
to the field in March. This tape should be shown greater flexibility for commanders, leaders, and
down to the unit level, both to train soldiers and to managers to make efficient decisions to accomplish
obtain feedback for developing MACOM implemen- tomorrow's mission. ALDG
tation plans for stock funding.

SLA is also developing a training program, con- Kenneth L. Moore is a supervisory operations
taining lesson plans, training aids, and exportable research analyst on a logistics and acquisition man-
training packages, that can be used to prepare per- agement program assignment with the Army Stra-
sonnel at the retail level for the change to stock fund- tegic Logistics Agency at Fort Belvoir, Virginia He
ing. Starting in June, five 3-person mobile training is a former Army engineering intern and holds a
teams will visit the MACOM's to provide training B.S. degree in engineering rrom North Carolina
down to the MMC level. Each team will be assigned State University
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The Strategic Logistics Program

* Objective
i Supply Capability

C. by Todd Wagenhorst

The Strategic Logistics Agency
is working with other Army activities

to streamline requisitioning
and speed support to customers.

During Operations Desert Shield and up to 14 days after submission to reach the national
Desert Storm, time and distance factors and aging supply point. Existing and emerging systems lack all
technology combined to severely stress the Army of the features needed to substantially increase the
Logistics System. The biggest challenge was filling speed of processing.
the overwhelming volume of requisitions submitted The Army needs a concept for streamlining the
by units in Southwest Asia. At their height, requisi- requisitioning process that will achieve realistic cost
tions averaged 12,000 per day. The air line of com- savings while increasing the efficiency of the logistics
munication to the Persian Gulf region was approx- system. Outdated technology, batch processes, man-
imately 20 days, of which 10 to 12 days were needed ual processing, and administrative procedures that
simply to get a requisition out of the theater. The do not contribute directly to the movement of in-
cost of operating this supply pipeline was $23 million formation or materiel all must be reduced. bypassed,
each day! Yet, because of a lack of asset visibility, or eliminated. A new system architecture is needed
many requisitions were passed to the United States that can provide immediate processing of requests
when the needed items were already positioned in from the customer to the source of supply, furnish
Saudi Arabia. the status of each request to the customer, and en-

In the current supply and maintenance environ- sure that locally available assets are issued before
ment, each request initiated at the user level may be a request is passed to the next level of supply.
processed through several, sequential, retail-level The Army's solution to this challenge is the ob-
supply systems before it is received at the wholesale jective supply capability (OSC). By using proven
level of supply. As a user's requirement moves communications and advanced automation tech-
through the various levels, it may be satisfied. it may niques, OSC will modify the existing supply process
be joined with the requirements of other users and to permit same-day processing of customer supply
passed on to the next level as part of a single, larger requests; provide customers with the immediate
requirement; or it may be passed to the ultimate sup- status of their requests; and ensure that a lateral
plier as originally submitted. If user requirements search and issue of all available assets on the cus-
are automated, they are submitted through an ex- tomer's installation or within his geographical area
change of magnetic media; if they are not auto- is made before unfilled requests are passed to the
mated, they are submitted through a manual ex- wholesale-level supply system. The resulting reduc-
change of paper documentation. Requests may take tion in order time will enhance unit readiness, in-
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crease inventory turnover, and reduce inventory and issue process will ensure that locally available
investment, items are issued before the request is forwarded to

The OSC is actually a collection of minor modi- the next source of supply. Manual exchange of parts
fications to existing standard Army management in- requests on magnetic media will still be available as
formation systems (STAMIS), combined with an a backup system.
electronic gateway that links the operation of those Three functional capabilities are being added to
systems. Because of the gateway, unit-level supply existing and emerging supply systems to create the
and maintenance customers are presented with what OSC. Communications interface and internal proc-
appears to be a seamless, near-real-time supply ess changes will provide ULLS and SAMS users with
system, near-real-time processing of requests and order status

While OSC interacts with the unit-level logistics by means of the gateway. Other communications and
systeri (ULLS), standard Army maintenance system internal process changes will provide asset balance
(SAMS), standard Army retail supply system- information from DS4 and SAILS to the gateway
objective (SARSS-O), direct support unit standard on a periodic basis and will release items to custom-
supply system (DS4), and standard Army intermedi- ers as directed by the gateway. Finally, a single rela-
ate level supply (SAILS) system, it will not replace tional data base (the gateway) will furnish the man-
any of their functions or add significantly to their agement and control mechanism to make OSC work.
processing requirements. Instead, OSC will act as The gateway will contain the necessary informa-
an executive agent for the requisitioner by rapidly tion for making decisions while processing requests.
locating the stocks that will most expeditiously fill This information will include copies of the asset
his order. balance files for each direct support supply activity

Under the OSC, the retail STAMIS will be en- in the Army. A transaction history file will contain
hanced to provide customers with "same-day" proc- an image of each request received, the date and time
essing of requests and requisitions to the various the request was placed, and a code indicating the
sources of supply through the electronic gateway. action taken by the gateway. Financial information
For example, a prescribed load list clerk will still use will also be maintained for each authorized user.
ULLS to request repair parts. However, each request These data sources will be used to perform edits,
will be sent directly to the gateway for processing, process validations, obtain financial management
rather than being added to the daily batch of requests information, and provide supply status information
passed to the direct support unit. Once the clerk's to the user.
request is received at the gateway, a lateral search The gateway software is designed to returi. status

SULLSI SAILS/!1
SAMS CSTANFIN:S

DAAS

Gateway

SARSSIDS4TUFMI

Legend

SARSSI TUFMIS -Tactical Unit Financial management
Information System

DS4 STANFINS - Standard Financial System

DAAS - Defense Automatic Addressing System

-- The objective supply capability will make it possible to place an order in less than a minute.
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information to the requestor within minutes. This OSC. Resource managers will be able to monitor and
status will identify what action to take or what ac- control the expenditure of operation and mainte-
tion has been taken. The gateway will also process nance and stock funds by inquiring and updating
the request to the appropriate level of supply, in- the gateway data base.
cluding the wholesale level when necessary, in I day 9 Reduced order and shipping and customer wait-
instead of up to 14 days. ing times. The time devoted to processing orders and

The OSC concept was demonstrated in a proof- the subsequent time spent by customers waiting for
of-t)rinciple test at Fort Hood, Texas, in the fall of their deliveries will be reduced by cutting the proc-
1988. Based on the success of that demonstration essing time for requests from up to 14 days to less
and the enthusiasm of the units involved, an ex- than I day.
panded proof-of-principle demonstration was con- 9 Lower inventory cost. The decrease in order and
tinued through March 1991. shipping time will allow the Army to decrease req-

As a result of a milestone review conducted by uisitioning objectives, which will translate into lower
the Major Automated Information System Review inventory and inventory maintenance costs.
Council in February 1991, OSC management was * Improved readiness. Operational readiness is a
transferred to the program executive officer for function of equipment availability and thus of parts
STAMIS. A product manager (PM) for OSC was availability. Sixty-two percent of all non-mission-
appointed under the project manager for Army retail capable time is directly attributable to lack of parts.
logistics systems. PM OSC will coordinate changes Greater asset visibility within a geographical area and
to existing systems, develop the OSC data base, and lateral distribution of critical assets, coupled with
field OSC. an accelerated process for routing requisitions to the

The Army is testing the tactical communication appropriate source of supply, will result in increased
capability of OSC in the Kuwaiti theater of opera- equipment availability and improved operational
tions. This will include the use of commercial radio, readiness.
mobile subscriber equipment, and satellite com- 9 Functional performance improvements. Im-
munication links. While acting as a test bed, OSC proved materiel availability and more accurate infor-
will also provide cost savings and better asset visi- mation about requisitions will allow unit mainte-
bility as the troops in that theater withdraw. nance and supply managers to plan more accurately.

Tactical communication fielding plans are being Better planning will produce better use of the Army's
formulated to support the Army's contingency resources and higher availability of systems.
corps, the XVIII Airborne Corps, as soon as possi- Finally, what is the financial payoff of OSC? Pre-
ble. The goal is to provide compatible communica- liminary cost-benefit analysis shows the potential for
tion equipment. incremental savings over current operating costs to

What will OSC mean to the Army? OSC will con- be nearly $500 million through fiscal year 1997.
tribute directly to greater weapon system availability The realization of the objective supply capability
and more efficient and effective logistics support in will increase the effectiveness of the Army's logistics
several areas- system and improve requisitioning for users at all

e Asset visibility. Army supply managers will gain levels. Perhaps most importantly, OSC will move
access to all class II (clothing and individual equip- the Army closer to the goal of transforming the cur-
ment), packaged class III (petroleum, oils, and lubri- rent. separate wholesale and retail systems into a
cants), and class IX (repair parts and components), single, integrated network. ALOG
as well as limited class IV (construction materials),
and assets stocked at retail level within the Army.
Redistribution will be automated to more effectively
use available assets. OSC will identify authorized Todd Wagenhorst is a mechanical engineer with
stockage list assets on hand above prescribed levels the Army Belvoir Research, Development, and
and allow for the redistribution of those assets to Engineering Center at Fort Belvoir, Virginia. He is

fill customer requirements. It will also provide local currentli on a logistics and acquisition manage-

item managers with the ability to make sound man- ment program developmental assignment with the
i aagement decithith ab ility to make (found e mple, h Army Strategic Logistics Agency He holds a B.S
agement decisions about stockage (for example, how degree in agricultural engineering from Virginia
many items should be stocked and where). Polhtechnic Institute and State University. A grad-

Supply managers will have the capability to in- uate of the Army engineering intern program, he
quire into the various OSC data bases (such as DS4 recentlv completed the Program Management
and SAILS asset balance files) to extract specific Course at the Detense Systems AManagement
management reports outlining the effectiveness of College.
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The Strategic Logistics Program

Readiness- Based Mai ntenan
The Army is testing a concept that will maximize weapon s)
of our maintenance resources for class IX items.

In recent years. the Army has placed a grow- probability that units will meet the weapon system
ing emphasis on acquiring high-technology weapon availability goals.
systems. The value of these weapon systems-such as The DRIVE model requires the input of both opera-
the Patriot air defense missile. AH-64 Apache tional and logistics data. Operational data include such
helicopter, and Ml Abrams tank-was demonstrated information as anticipated operating tempo. the inten-
recently in Operations Desert Shield and Desert Storm. sity and duration of combat, the weapon system

However, the complexity of these weapon systems availability goal. and force structure.
and their associated repair parts makes them very ex- Logistics data include worldwide class IX asset data
pensive and difficult to maintain. The high cost of some (for both serviceable and unserviceable assets). failure
of their class IX spares. coupled with constrained Army factors. the distribution of maintenance tasks. repair
budgets for the foreseeable future. will not allow us to times. order and shipping times, and many other vari-
stock class IX assets in the iogistics pipeline as we have ables. After the data are fed into the model. DRIVE
done in the past. Even if the necessary funds were produces a short-term list of what to fix and where to
available, our inability to accurately predict equipment send class IX assets.
failures could preclude us from buying the right The RAND Arroyo Center has conducted three proof-
things-and in wartime, predicting failures becomes of-concept simulations. one each at the depot. theater.
even more difficult. and division levels. These tests demonstrated that a

Army doctrine is changing as the Soviet threat decision-support tool such as readiness-based mainte-
recedes. yet recent experiences have shown that the nance could improve Army logistics support of high-
Army must be prepared to deploy and fight anywhere technology systems in a variety of areas. The potential
in the world at a moment's notice. To ensure that its is great for significant payoffs in increased weapon
weapon systems are ready. the Army needs to improve systems availability. Readiness-based maintenance can
its ability to prioritize repair requirements and link its also provide more flexible and responsive support at
distribution of class IX assets to those priorities, a lower cost.

To answer this challenge. the Army is testing a con- For the past several years. the Air Force has con-
cept. called readiness-based maintenance, that was ducted tests of a DRIVE model to prioritize repair re-
developed by the RAND Corporation's Arroyo Center quirements at the Ogden Air Logistics Center. Utah.
in Santa Monica. California. The key part of the overall Based on the work done by the Air Force. the Army
readiness-based maintenance concept is a mathematical has awarded two contracts. through the Air Force
model called distribution and repair in variable en- Logistics Command. to The Analytic Science Corpora-
vironments (DRIVE). The basic objective of DRIVE tion and Dynamic Research Corporation to conduct
is to maximize the probability that all units will meet proof-of-principle prototype tests. One test will be at
their weapon system availability goals at the end of the the depot and national inventory control point level and
planning period, the other in a corps or division materiel management

When fully developed. DRIVE will provide logisti- center.
cians at many levels with a decision-support tool that The first test-at the depot and national inventorv con-
can accomplish two fundamental tasks. First. DRIVE trol point level-began 28 May and is scheduled to con-
will prioritize repair requirements. which will enable tinue through 27 November. To reduce the scope of
logisticians to make the best use of maintenance this test. it is limited to the fire control system of the
resources. Second. DRIVE will recommend distribu- multiple launch rocket system (MLRS). The national
tion of class IX assets by unit. which will increase the inventory control point for this system is the Army
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e by Cecilia 0. Butler

's tern availability while optimizing use

Missile Command at Redstone Arsenal. Alabama. and Early test results indicate that the quality of the data
its repair sources are Red River Army Depot. Texas. being input into the model needs improvement. Because
and a contractor. LTV. Units supported in the test in- a large number of assets are available in the field for
clude MLRS units in the continental United States under each national stock number in the test. the repair lists
U.S. Forces Command and in South Korea. recommended by DRIVE have been very short: in some

Data to support the test are coming from existing and cases. no assets have been recommended for repair.
evolving standard Army management information DRIVE is also recommending distribution of serviceable
systems. Data extracts are being provided from the com- assets to units by Department of Defense activity ad-
modity command standard system. standard depot dress code (DODAAC): requisitions are then matched
system, logistics intelligence file, and total asset visi- to the recommended distribution lists. In many cases.
bility file. In addition. a standard Army maintenance however, no requisitions for these serviceable assets
system change package was provided to the MLRS have been received from the field. This problem has
units. That package allows open work orders to flow resulted because readiness-based maintenance is pro-
to the Army Materiel Readiness Support Activity in active, not reactive (being, in essence. a 'push- system).
support of the test. Operational data are being fed to and thus represents a change from the traditional -pull"
the model manually. system of requisitioning.

The Army Materiel Systems Analysis Activity
(AMSAA) is acting as the independent evaluator for
the test. Its evaluation, to be completed in February

i L1992. will examine the feasibility of using an algorithm
like DRIVE to assist in decision-making. evaluate the

or eusefulness of the products produced by DRIVE. and
. assess potential payoffs. Lessons learned will also be

e provided at the conclusion of the test. The test of the
readiness-based maintenance concept in a corps or divi-

e dsion materiel management center is planned for April
* to September 1992.- As the Armv moves forward with stock funding of

depot-level reparables and accommodates to reduced
budgets. it is imperative that logisticians have decision-
support tools that will help them provide the best sup-. Rport to the soldier in the field. Readiness-based main-
tenance looks like a promising source of assistance inensuring weapon system availability. ALOG

Cecilia B. Butler is a logistics management
"specialist assigned to the Army Strategic Logistics
Agency, Fort Belvoir, Virginia, and is the team

- DRIVE will use operational and logistics data to leader of the readiness-based maintenance ini-
produce prioritized lists that guide logistics decision- tiative. She is a graduate of the Army Materiel
making. Command supply management intern program.
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The Strategic Logistics Program ing requirements. They are the "inormation engines-
that drive all other logistics processes.

UBRD is not a s\stem but a management strateg\
used by SLA to support and integrate emerging ini-sahz Ve tiatives across the areas of promisioning, cataloging.
and supply management. UBRD includes three major
program subinitiatives: usage-based provisioning: theRlogistics data enhancement program: and multiechelon
sparing-to-availability. Through these subinitiatives.

2 p UBRD supports the implementation of several elementsDr Inwoat o r included in the Defense Management Review decisionsD iete 2 i 3aJ o (DMRD's). UBRD supports DMRD's by documenting
functional automation requirements and. in some in-
stances. by providing funding for actual development

by Robert D. Berger, of software for automation requirements through the
Edwin Gotwals, proof-of-principle methodology.

and Bobby Chin The DMRD process is driven by the need to reduce
costs and provide savings. The Army must reduce the
cost of doing business without degrading readiness.
UBRD contributes to this effort by improving the key
processes that generate logistics data and by expediting
the implementation of improved business processes such
as weapon system sparing-to-availability.

An equation has been developed to demonstrate how
inefficiencies in provisioning, cataloging, and supply

This concludes the Strategic Logistics Agencvs series management lead to higher than necessary inventory
of articles on the Strategic Logistics Program. costs. The UBRD equation is based on the premise that

- Editor our current logistics processes operate below optimal
A levels because inaccurate data or inefficient processes

A cornerstone initiative of the Strategic are used in determining requirements for initial fielding
Logistics Agency (SLA). Fort Belvoir. Virginia. is or replenishment of spares and repair parts. In some
usage-based requirements determination (UBRD). In cases. manual calculations are used to determine re-
a time of shrinking defense budgets. this program gets quirements.
back to the basics of logistics by focusing on enhance- In the UBRD equation. inventory cost is a function
ments to core functional processes and their related data of the degree to which accurate data are input and op-
sources. It will improve the support of logistics func- timal logistics models are used to generate requirements
tions by applying cost-effective methodologies. infus- for spares and repair parts. Simply stated. the use of
ing state-of-the-art technology, and using feedback data inefficient models or inaccurate data may cause higher
from the field, than necessary inventory costs. The UBRD equation

UBRD establishes baseline requirements for the func- is illustrated as follows-
tional processes of provisioning. cataloging, and supply
management. UBRD will expedite the application of Inventory f Optimization + Input
the weapon system sparing-to-availability concept across Cost ( Model Accuracy
the Army. The sparing-to-availability concept is a Y-
generic term used to encompass the implementation of
optimum inventory processes developed to support UBRD will reduce inventory costs by supporting the
weapon system performance at the least cost. These implementation of optimization models and by improv-
processes use models that are characterized as being ing the accuracy of the data needed to run those models.
multiechelon. multi-indentured inventory models that An optimization model uses an algorithm to compute
determine the optimal range and depth of spares and requirements. It provides for the correct mix of an in-
repair parts at all locations in order to meet either a ventorv of repair parts and secondary items to sustain
weapon system or end item budget constraint or a maximum readiness at a given cost. A primary objec-
weapon system or end item operational performance tive of UBRD is to ensure that optimization models
target. These kev functional processes generate the using the sparing-to-availability process are used
majority of the logistics information used in determin- throughout the requirements process in both wholesale
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Usage-based provisioning will improve the current process by electronically linking provisioning and
usage data bases and using feedback data to automatically update failure factors.
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supply management.

formation mianazemnent process. Ho\%e e\. li en snort-- :atalog, sourcc .iata. These data pro\ ide essential input
cuts are taken ito enter data records. -rOrIlems result ito the span nsl-I0-a!\ ariaihl it\ iflodcis, dnd. miore riiapor-
that cascade dow\n throus-h the entire I iostics process tantix prot. idec the -ae in[ .ormlation sipport to all other
and across functional lines. Inl the current krill caitaboc- locistiCS Iuncrions inci their automlated Inftorrmation
ing process. LS.AR data acuuired as a retit filte pro- ~\stenis it all \\ noiesaie and retaii lex els. Thle LDEP
\isioninU L1nuL acqiuisition process are :,,d into thle ,uhinitiati\ e \%li ii .sO reduce Unnecessar\ iti entor%

caJtaloLsing process at eight different ,-rIl ies. Fihe costs ht. increaisimn qual lit\ control ot data. CdaitaLoing

catalocinne offices at three tither ',itcs rr~ierecord hasicail restrictsN me entr% of tems) in the Federai
maintenance a!nd tile cor inpatiifliIt\ Proce"ssitic1. ,taloc' S\ steml M~ initial data screeniic L. Fll,,s process

As the catalosinne process ckon~ens\ L-,.\R data ino encouraces the incorporation of e\istimlc itetns tit suppl\
si~n n I qUie c001i11 to10m catalot- .;Ind It'Icst ics Into Thle c10ic1a1o 1ot TIe\ \\ capon s\\stemns enter-

records, the rosult inc, cata loging data arc, :,assei ito thle In' tM e Imin eor\ .it alt Isounport, imnentor% reduction
Detense Lo 2istics ~ser\ ices (center at Battle I e. \pro~tdidroc r'rc Iuechanismiti r ottsolete rteims.
NliChisaf. tor 11pri"M a~lad entlr' ink"toile 1Federal Nv~o other LDEP rrools-of- principle are desicned ito
Caialoc, S\ steril I -CS i . Fills process has ru'LCtnrIai defl - enlhance andi ivroernize thle data lissceininat ion function
t:crncies hecý,ti'e (the n umtierolls SLnh~iirir , 01 datad 0l pei-rtimed [ ile C DA. On Te pirhi -o1-principle \% Ill uIse
not consistentt\ .ippi\ Thle unito1riln Riles Oi th11lC 1() 1 tto inrrupctic-e oni\ iiiniorN C(D-ROM!. and the
Thle r)(1.1ICNN ["T`ce'1s. N1anl% reduitmalnt.11 1lCs *riLI J11ia other %\\Ill :1ioderic e elctcccronic: iata diissemination
,,onrICes are k h2e.' icic re:sults In oiiain:0ll.II)iit% piol- rowu1h tile rerrIC te ni e irtira Arfrn ilasi.ter data tile in-
emIs. File Csta'NlIMhicrIt ()I a s1Lirci Lcri~:'d ca1ta1Lc- kuirl\ N\ StinII (RTAIS). VHc~se inoderni/ation efforts kk ill

11nc acti\ rt% at [the icao DItaa Actr ii\ m4 ID).\kill !1i(o\, t I e, Arrir 'ma troni thle rise Of inlicrollche as thle
pro\ O ide r . 1cr1CLaiL/c11 1oa,1a1*'ircriei iiruxnotrr o aao pIhIicaiCloos.
Iex ck\ (t thle AHrIiV. .raoieIII, >' 11iiics al ý1cic Iliese initiatix\c \\xxIll [lot onk cIrliance thle data

,Ile. kissCrrtIitH Iti ~I~ c hut \k ill liso 11implement a1
I DI)P ,%ill sipplillh ~cci 11itij I1N Ikl tecilnoloex 11 cs trd Illtce Ie onliok% Octnnninc_
cattoin h\ 'Ii>-\111iC tie mii'ctit ricedl :0I iIPI0\CdI I() Ic raica. /ci.D (1 )1 Kx ill mrimpox the trinelinecss.



.iccuracv. an uscrulness or cataiovin,! ;'IU 10ei11SCs LIUa: While the -L,,. in,-- aspec~t- that relate to the ok erail
rkeduce tile incomnpatibiiit : and incrLcaý akir producti% - UBRD proiect na~e not P~een a.iscussed. the\ are sub-
it\ A successful CD-ROM! prollr-4ir-r!ncmire. in ý%nich stantiai. Ho~ke'. cr. the reaiization or the bulk ot these
the Arm\~ master data tile .k a's diNs'enmatel and el. jiu- Na ings depenu., on the -.apiu ue~eiopmen ati an tf-

ateu in the field, has iireiu% been c :,niuaik tea Jfi ocu- plemlentation or !he LBRD proots-ot- principle. The
nented. Basedon this test. i,,ubsequent~rrotot-ko-princmirie target milestones ior the initiatixes in suppik manage-
'.ill be ~onuucted ito test the u-,,etuines or a proauct that ment ýk ill he -sjreixi>pursuedais those in the
Sill contain ail \rim> -Unique data man rroý wae Lin inter- other runctionai sreas in oruer to realize the proiectea,

acti e ciranililt \~ %ith cmisting, Arm% -tanaira \ses a in!s- If thcse am\ ines ire not ichie\ ed. future buo._et
cuts \k ill be ine'. itible in noniozistics area-,. -uch a!,

Multiechelon Sparing-to-Av'ailabilitý operations anti :raining.
The tinai [iBRD ~uninitiamie is ninuiucneion sparinL- Once the actions aiscusseti here ire full\ unuer\m\.l

to-a~ iiabilit\ iMNESTAi This suoinit:ati\e tocuses on U BRD ýk ill geE %,ck to hisics< igain b\ suviectin2 tne!'e
the requirements aeterminition andi rcýr:Lnishrnent proc- ke\ functions ito a process cailedi obiect-oriented pro-
esnses icross the A-rm':. Lyramming, iOOP, This process is intended to restruc:-

In 1990. AMC. .k ith Department ot me Arm':, con- ture ho%% '.e Lie\ eiop informition s~ stems in a \k ak that
currence. required "all future provisioning computations will combine actual data or information %% ih the cor-
to be accomplished using, SESAME ;a sparing-to- responding ippiic:ation cotie to proujuce a reusable
j\ aiiabulit\ tnodeh in the least cost optimization inode. generic module. That moduie :an then be linked to man%
MIESTA f .ocuses on the accuracy of the data required other ieneric modules to form a complete f .unctional
by: this mnodel and also ,upports the rollo\% -on use of process and. e~entual> a complete s~stem.
i sparing-to-availabilit\ process f Ior reta~i replenishment. The UBRD initiative represents an effort to reassess
B> implementing sparing-to-availabiiit across the key func~tiona! processes from top to bottom. It focuses
Armv, both provisionint, and retail replenishment wvijl on near-term fixes to existing sy stems and processes
be operating in a least-cost mode "without degrading that haxe quick payoffs and known returns. It aillo~ks
weapon sy stem pefrac.the Arm': to movre its automated sy stem development
Critical to the use of the sparing-to-a\ ailabiit': proc- tow~ard the DOD objective corporate inf Iormation

ess is the accurac': of the estimates, of the process mana,-iement inCINb) s\ystem. While modernizing and in-
parameters. Realistic estimates of ke\ suppiv manage- tegrati ng Arm> togistics processes, U1BRD also f .osters
nient data elements need ito be used. These data must the implementation of* key DM.R~s. The result is bet-
be muditable. and a historical data bank needs to be ter manag~ement at reduced cost and impro'ed equip-
established so trend ainal\ ses can be performed. Usage ment readiness. ALOG
and asset data must be monitored to maintain the ef-
fectiveness of' the MESTA applications. Robert D. Berg-er Is a logistics management

SLA is currentl\ %korkine- with the A-rm> Materiel specialist assigýnad to the Army Strategic Logistics
S\ystems Analysis Activ ity to demonstrate the efficien- Agency, at Forr Be/voir, Virginia, and the team
cv of the MIESTA\ optimization Process that %ill leader of the usaebszeGeurmnsdtmi-
oenerar'- replenishment requirements at the retail le\ el ioniiitv.H od .. dge npyhlfrom Wavne State University. Detroit, 'kIichigan.
of supply. This initiati, e. together \\ ith changes pro-
.ected for the -stock miodels at the \\hoiLesaie lev el. 'A ill Edwin Com aic is an overations research analt st
a1llo\\ the Arm': ito establish a miultiechelon rew 'uiremients on ternPorarv assignmen~t at the .,rategic Logistics
determination capabilit\ and supvport the Arml':N S ilo\ C Agency, from tne Armv \Iateriei Svstems Analy'sis
toxxard a seamless iogistics syVsteml. Actnixtv's lnt entorv Research Office in Phi/a-

Three proots-ot-pri nci pie are planneca under the delphia. Penns% ix ania. He iholds a B.S. degree In
MlESTA~ sub1initiati-xe. One. called Ml-0-4 tvans~paren- mathematics ancl phvsics rrom Shippensburg
c\ . is desie.ned ito enhance the supply managemient proc- Unit ersity of Peninsvha~nia. an MI.A. in mathemat-

esby establishine a reiational data base tnanauecment Ics from the L imi ersitv of Mi~ssouri, ana an MIS.
\stem tor iiC in the %k holesale requirements 0-terniina- In applied statistics troni Tern le University.

ilon process. The other proots-ot-princirie \\ill prov ide Bobby Chin s, a senior research scientist with
acapability t01' usine assect data in tile rcquirenments JRattelle MIemnortai Institute oroti ding functional

determination proccss to 01 Iset proC~curemets1 and~ a)nd program :inanagement Isupport to the Stra-
redisiributiotn capabilitx tor existing assets. Tile M-204 teqic Loiqistics Aizencv. He hol)ds a B.S. In in-
t1ratisparene> prot ti-o d-principle is scheduled tor thle tirsi dutstrial en-iineerzn .i,, trom L ,uisiana State Uiniver-
,1 Uartcr or 102 lhe 'tihers are still :i the conccpt ,itv and an Al. . in operations research trom
dcx e pnineni and coo~ rdinationl phase. Florida Instituite ot TeC17noiom,ý".

ARAM LOGISTICIAN P'R( MEFSSIO\ \[ BL.t [I Tl\, OF I \IITD '-TATFsý \R\IN M.sI )( Sl(



App wxidxA Q

CIMMC After Actio Report for Operations Desert Shbked/toim,
Executiv Summary, Undated



EXECUTIVE SUMMARY

"1. MISSION/FUNCTIONS: The mission of the United States Army CECOM
,' Intelligence Materiel Management Center (IMMC) is to provide

integrated wholesale and specialized logistics support to the Army,
Department of Defense (DOD) customers, and foreign allies for
assigned Signals Intelligence/Electronic Warfare (SIGINT/EW)
weapons and equipment; to manage Level II and Level III weapons
systems and equipment having completed their initial development
and fielding; and to act as a strong central advocate for improving
operational availability and sustainability for assigned weapons
systems and equipment.

The essential functions of IMMC are as follows:

A. Serves as the DOD National Inventorv Control Point for
assigned SIGINT/EW weapons systems, equipment, and repair parts.

B. Serves as the DOD Nat nal-MaIntenance-Point for assigned
SIGINT/EW weapons systems, equipment, and repair parts.

C. Serves as the DOD Principal Inventory Control Activity anz
Secondary InventoryControl Activity for assigned weapons systems,
eilipment, and repair parts.

D. Serves as the Army materiel manager for cryptologic
equipment and components (Federal Supply Class 5811) and related
unique items (regardless of supply class).

E. Supports materiel development through application of
Integrated Logistics Support Policies, methods, and practices.
Ensures that reliability and maintainability are "built-in" to new
systems.

F. Fields and sustains assigned weapons systems and equipment
to Army users worldwide. Monitors readiness and availability of as
signed weapons systems and equipment, and develops and implements
strategies for improvement.

G. Provides customer assistance services to DoD customers
worldwide.

H. Provides__the Army_ capability _ for -depot maintenance
training and instruction for SIGINT/EW_ equipment for the Military-
OccupationalSpe-ilt'33sries military personnel.

I. Provides the accountable records officer for wholesale
SIGINT/EW assets.

J. Performs depot receiving, storage, shipment, and inventory
accounting for selected SIGINT/EW equipment and repair parts.
Provides the custodial records officer for materiel stored with the
imNC.



K. Perfoms depot maintenan..e and repair- for selected
SIGINT/EW weapons systems, equipment, and assemblies.

L. Provides program support to Program Executive Officers and
Project/Product managers for the development, fielding, and
sustainment of SIGINT/EW weapons systems and equipment.

M. Performs career program management for civilians employed
by the IMMC.

N. Coordinates implementation of the Total Quality Management
(TQM) program for the IMMC.

2. GENERAL DESCRIPTION: The IMMC is located on Vint Hill Farms
Station, Virginia, approximately 40 miles southwest of Washington
D.C. As of 14 Jun 1991, there were a total of 531 IMMC military
and civilian personnel employed worldwide.

3. SIGNIFICANT ISSUES - DESERT SHIELD/STORM:

A. COMMAND AND CONTROL: Command, control, and direction of
the IMMC effort was exercised through the Emergency Operations
Center (EOC). The IMMC EOC was telephonically alerted for
activation by a contingency plans officer from the Communications -
Electronics Command on 27 July 1990. The EOC was immediately
activated, and began 24 hour per day operations by 8 Aug 1990.
Under the direct control of the Director, IMMC, the EOC was the
focal point for all actions relating to Operations Desert Shield
and Desert Storm. A total of 535 actions were opened, tracked, and
closed by the EOC during this operation.

1) Initially however, there was confusion surrounding the
purpose and mission of the EOC. IMMC was not well prepared to
handle the additional impact of wartime support for IEW systems and
equipment. Additionally, the facilities were physically
inadequate, personnel lacked background and training in emergency
operations, performance standards and rating schemes for civilian
personnel for long term details did not exist, nor did security
procedures for an EOC. All this stemmed from the lack of a
standard operating procedure (see Tab IV). In summary, although
IMMC had emergency plans for wartime scenarios, the reality showed
many weaknesses. In the future, it is highly recommended that the
EOC be activated to support Joint Combat Service Readiness
Exercises.

2) Communications supporting .Command and Control between the
EOC and the SRAs consisted primarily of secure and non-secure voice
and facsimile, record (message) traffic, and electronic mail. With
the installation of the Goldwing HF Communications systems at the
SRAs, all three SRAs had the capability to communicate (non-secure
voice and secure data) with each other. Thus, the Goldwing was
instrumental in reducing previously long delays in information
flow.



B. SPECIAL REPAIR ACTIVITIES: When the Director of the
Intelligence Materiel Management Center (IMMC) learned that
Military Intelligence units were deploying to Southwest Asia in
support of Operation Desert Shield, he visited each unit to
determine what equipment they were taking and what support they
needed. It was determined that an interim contractor repair
facility was necessary to support those units. The repair contract
was modified and IMMC representatives deployed to SWA with the
contractor site chief on 25 Aug 90 to establish the first "Rainbow"
IEW Special Repair Activity. The Rainbow SRA was operational the
first week of September and immediate support was available for the
MI units. As the number of MI units grew, the requirement for
maintenance and supply grew; thus, IMMC deployed personnel for two
more SRAs. Fundamentally, the Rainbow SRAs provided forward,_
depot-level maintenance and a directlink with the _IMMC EOC to
ixpedite requisitions and identify _critical parts. SRA I in
Dhahran provided initial maintenance when the units arrived in SWA
and later served as a logistical focal point for B46 items. As the
Army deployed forward of the Dhahran area, SRA II at KKMC became
the center of gravity for tactical IEW maintenance, while SRA III
in Riyadh focused on the EAC MI units. !ni TEW •enivAt
*SupRqrtjintenance Detachments with the contractors at SRAs I and
II expedited the turnak-oun times on repair actions. For example,
the 159th IEW GS Det had an ajerzAg turnaround time of 72 hrs for
over 570 jobs; and from 16 Jan to 20 Mar 1991, the Mantech
contractors at SRA II completed over 200 work orders (not counting
forward tech assist missions) - the equivalent of nine months of
work in Germany. An operational readiness rate for all IEW
equipment of at least 90% throughout both Operations Desert Shield
and Desert Storm attests to the dedication of both the civilians
and military who work for IMMC and CECOM. The CECQM TEW LARs, for
eXample. another major factor which contributed to the high IEW
operational read0nessrateSojlnt both technical and logistical
exerxptise to the units. Additionrally, having the CECOM IEW LARs
based at SRA II was instrumental in identifying which units needed
assistance, thereby maximizing the effectiveness of the tech assist
missions to the forward deployed units.

C. PERSONNEL: The personnel strength of IMMC on key dates of
Operations Desert Shield and Desert Storm were as follows:

2 AUG 90 15 JAN 91 12 APR 91
OFFICERS 10 11 13
ENLISTED 152 153 154
CIVILIAN* 329 316 339

TOTAL 491 480 506

* Figures include temporary and summer hire personnel.

During Operations Desert Shield and Desert Storm, a total of six
Individual Mobilization Augmentees (IMAs) were activated. The IMAs
not only filled shortages caused by personnel deployed to Southwest
Asia or working in the Emergency Operations Center, but also, in



some cases, depioyed to Southwest Asia. There were six temporary
employees, primarily clerical also hired to support Operations
Desert Shield and Desert Storm.

On 26 Aug 1990, MAJ Alexander Froede, Chief of Strategic
Engineering, departed for Saudi Arabia to serve as the IMMC
representative for CECOM-SWA and to establish the IEW Rainbow
Special Repair Activities. Shown below is the number of IMMC
personnel deployed to SWA:

Military 9
DA Civilian 5
Contractor 35

TOTAL 49

For a complete listing of personnel, see TABs VI B and X.

D. SUPPLY:

1) REQUISITIONS/PUSH PACKAGES: Initially, when the MI
Battalions first deployed to SWA, the materiel flow process
drastically declined. DODAACs for the deployed units changed and
DODAAC information was not disseminated to the item managers.
These problems were quickly solved, however, and materiel flow to
SWA accelerated. During Operation Desert Shield and Desert Storm,
IMMC received 3,191 requisitions. Of that total, 2,285
"requisitions were filled, 226 were backordered, and 680 were
canceled.

Additionally, to provide optimum support for the deployed units,
numerous . paclage were sent to SWA. These push packages
consisted of spare IEW LRUs which were sent, forthe most-part,-to
the SRos tboost their-stock. In a sense, it wasa4depo__t stock

2) SUPPLY IN SWA: The CECOM community as a whole in SWA
spent an inordinate amount of time assisting the units in
expediting NMCS requisitions and developing push packages to ensure
continuation of support with respect to maintenance requirements.
By assisting the many units Saudi Arabia, CECOM-SWA became the
resident experts on the in country supply system and spent many
hours at the numerous APODs and supply support activities
identifying for the support personnel the correct customer.

E. MAINTENANCE/CONTRACTOR SUPPORT:

ATE Detachments - Numerous ATE Detachments deployed to SWA to
conduct maintenance on CECOM managed equipment. They were, for the
most part, successful in supporting the equipment with which they
were familiar (such as Firefinder). Unfortunately, these units
were of' little help in IEW maintenance, primarily due to the
following reasons: the fie7ldings of the IEW TPSs were rushed, some
of the bugs in the IEW TPSs caused confusion in the inexperienced



operators, and lack of electronic background in the MSM-105
operators.

GS Maintenance Detachments - The GS Maint Dets performed admirably..Caught in the tigof-war�etween the-divisions,__the corps,-arnd the

ttheater army ofwho acIUa!y ownsthem;, these units kept in mind
that their primary mission was to support the MI units. Often
lacking the skills and equipment required to complete their
mission, they utilized ingenuity to find a solution. The 159th,
for example, received over 1150 work requests and completed over
90% with an average turnaround time of less than 72 hours.

Contractor Support - Development of logistics data often lags
equipment deliveries. Provisioning, training and maintenance
procedures, particularly for NDI, are routinely delivered after
equipment is fielded. Some systems that are characterized by low
density and high technology are planned for long term contractor
support. Therefore, there was a significant number of contractor
personnel in SWA supporting IEW systems.

Contractor mobility vs AIR-LAND Battle Doctrine: Trhe i "e of_
,ontractor support mobility proved very quickly that our concepts
of-ontracto--fi-1da--support need some revisiting. Our rapidly
moving corps, both when they moved on line and later when the
ground phase started, reduced the effectiveness of our fixed site
support. Although we added sites, the user did not always have

* time to travel the distances to use the support base. Limited
transportation assets and relatively austere contractor support
bases did not allow for support where required.

Lack of Wartime Policy: Language used in Contractor Logistics
Support documents did not meet the needs of this command in a
wartime scenario. Standard "WAR Clauses" were considered
unenforceable by the command's legal group. The FAR/DFAR provided
little relief from procurement restrictions imposed in peacetime
ind valuable leadtime was lost in preparing for the conflict.

Army-LrAtructure for Contractors: If contractor support will
continue to be a reality on the battlefield, the Army
infrastructure must be modified to account for their presence.
Currently, units are not designed to accommodate such arrangements,
and some Army infrastructures, possibly at the AMC commodity
command level, need to be developed to provide the needed command,
control, and life support system required for a contractor
workforce.

F. TRANSPORTATION: In mid August, when IMMC deployed
personnel to SWA to establish the Rainbow SRA, information
required to track shipments of IEW systems and equipment to the SRA
was vague. There were no procedures in place to provide the SRA
shipping information on B-46 equipment (i.e. Transportation Control
Number, flight number, mission number, aircraft tail number, etc.).
This was an ongoing task requiring extensive work for the EOC and
Maintenance & Supply Directorate personnel. Mantech resolved the



issue, however, when they agreed to provide a weekly SWA Shipping
Status Report. Additionally, there were no clear guidelines
concerning the use of Desert Express for IEW equipment in the
initial stages of Operation Desert Shield. Once the requirements
for Desert Express were identified, it became a viable means to
ship 9AU/9BU priority 02 999 requirements to SWA. In all, over 123
shipments were sent to SWA, and 56 were returned to IMMC.

G. READINESS DATA: IMMC personnel and the IEW LARs in SWA
collected the operational readiness data, primarily for the "BIG 6"
systems, from the MI battalions and reported it to the EOC. The
EOC, in turn, compiled and disseminated the data for analysis and
action. For the most part, the operational readiness of the BIG 6
systems in SWA either met the DA Readiness Goal of 90 % or
surpassed the historical mission capable rates for these systems.
Listed below are the overall FMC rates of the "Big Six" systems for
the period, 1 Oct 90 thru 28 Feb 91:

SYSTEM FMC RATE

AN/TLQ-17AV3 97%
AN/TRQ-32 93%
AN/TSQ-138 92%
AN/MSQ-103B/C 90%
AN/ALQ-151 89%
AN/MLQ-34 79%

The majority of the failures (approximately 70%) impacting the
V readiness of the AN/MLQ-34 resulted from the M1015Al carrier and

on-board generator. Based on information provided by personnel in
SWA the AN/MLQ-34 was not heavily employed in support of
operations. Additionally, the chart below depicts the causes for
the deadlined systems from 1 Oct 1990 to 28 Mar 1991:

System Times Trans Elec Pwr Envr Comm Shlt
D/L'ed

AN/ALQ-151 19 10 5 0 3 1 0
53% 26% 16% 5%

AN/MLQ-34 28 9 4 12 3 0 0
32t 14% 43% 11%

AN/MSQ-103 16 3 8 2 3 0 0
19% 50% 13% 19%

AN/TLQ-17 3 0 1 1 1 0 0
33% 33% 33%

AN/TRQ-32 25 15 6 4 0 0 0
60% 24% 16%

S- AN/TSQ-138 12 7 2 1 2 0 0
58% 17% 8% 17%



The high readiness rates can be attributed to dedicated unit
personnel, IEW Special Repair Activities, on-site CECOM LARS/CIMMC
personnel and intensive management and support from USACIMMC, Vint
Hill Farms Station.

H. SYSTEMS/EQUIPMENT:

SANDCRAB

SANDCRAB was very effective, especially jamming during
the air-war phase. The system does appear to be heat sensitive and
should be shut down when not in operation. Weather was relatively
cool so extreme heat may pose a problem. The antenna (80 ft. mast)
requires Engineer support to erect and should be replaced.
Mobility is also a consideration; with the current antenna the
system would be extremely vulnerable in a different war scenario.
Our logistics system received an unexpectedly high demand for high
frequency components and equipment. SANDCRAB is an excellent
example of unexpected/unresourced high frequency requirements.

CEFIRM LEADER

No data to analyze CEFIRM LEADER mission performance is
available. Logistically this system presented nearly
insurmountable support challenges due to its age, one-of-a-kind
status and lack of configuration control/documentation of the many
changes made by FORSCOM. The system was ultimately maintained by
a dedicated support contractor who had no previous system
cognizance.

CUCV AND HMMWV CARRIERS

These two carriers provide transportation for two major
IEW ystems: the AN/TLQ-17A(V)3, Countermeasures Set (CUCV) and the
AN/TJQ-32(V)3, Radio Receiving Set (HMMWV). The AN/TLQ-17A
operated above 95 percent readiness with "zero" impact due to
carrier problems. It was effective and performed it's primary
mission. The AN/TRQ-32 operated at above 90 percent readiness, but
the carrier and power generation subsystem accounted for 68 percent
of the system's down time. This system is too heavy for the CUCV,
which affects mobility and reliability. The planned switch to
HMMWV carriers for the AN/TRQ-32 should be significant improvement.

M1015 CARRIER

The M1015 is the primary carrier for the AN/MLQ-34
(TACJAM) and Ai•/TSQ-138 (TRAILBLAZER) IEW Systems. TACJAM, the
Army's primary countermeasures system, experienced 21 percent down
time with 78 percent of that time due to carrier problems. The
M1015's poor performance includes: transmission/transfer case
problemsr, failed engines, on-board 60kw generators, and power

*, regulator units. During the final rapid mobility phase of the
ground war units/commanders left TRAILBLAZER and TACJAM Systems



behind because they were too heavy, too slow, and not reliable
enough for the fast moving war scenario which evolved. This lack
of use due to M1015 problems limits the ability to judge true
performance of these systems.

NON-DEVELOPMENTAL ITEMS (NDI)

Although non-developmental items (NDI) are a much needed
mechanism to maintain the highest technology capability for our
Armed Forces, the enormous number of intelligence systems, deployed
by the various corps (XVIII, VII, III), created insurmountable
operation problems. The across the boar efailure to inculcate
logistics for these systems to A level useful to tactic.& niws
ade deLz&c-tor, Logistics processes have been independently
developed by the theater/MACOM commanders and are as diverse as the
number of systems. The establishment of the Rainbow SRA was a
significant positive step forward, but still did not ensure the
soldier/commander could deal with a single entity when looking for
support/functional assistance. NDI is a logistics burden that we
must address in a systematic and calculated process. sAyinq_
thousand of dollars on procurement and years on development did-.
little to nothing fo•rmaryJDI systems oncethey failed.

4. SUMMARY

The Intelligence Materiel Management Center established an early
presence in Southwest Asia to provide the best support possible to
the customer units in theater. The initial mission was to
establish a presence and provide assistance and guidance with
respect to intelligence and electronic warfare (IEW) equipment.
The link between the EOC at VHFS and the SRAs in SWA provided a
direct interface from the units to the National Inventory Control
Points and with the technical experts within the CECOM. This
allowed for quick responses to unit inquiries and expert answers to
operational deficiencies.

At the onset of Operation Desert Storm IMMC personnel were in place
and fully supporting the US intelligence community in SWA. AThe
primary operations moved to the King Khalid Military City viscidity
(SRA II), a more centralized location to support the operation, as
the majority of US Forces had moved to a location on the Saudi
Arabia and Iraq border.

IMMC provided support in many areas to include supply, maintenance,
technical assistance, evacuation of unserviceable, readiness data,
fieldings, and engineering. We coerdinated for innumerable repair
actions and immediate requirements as defined by the MI battalions,
brigades, ARCENT, CENTCOM, and whomever required assistance.

Hopefully, what is apparent in this is that IMMC provided an
invaluable service to the deployed forces and was critical to the
success 'of intelligence and electronic warfare missions throughout

I the theater of operations. Our equipment could be found at both
the highest and lowest levels within the command and without which



the overall mission would not have succeeded. An average
operational readiness rate for all IEW equipment of 90% throughout
both Operations Desert Shield/Storm attests to the dedication of
both the civilians and military who work for IMMC.

5. POINTS OF CONTACT: The overall IMMC POC for this after action
report is iLT Stephen Pellissier, OIC, Emergency Operation Center,
DSN: 229-5077. Other key Points of Contact for this Center are:

READINESS: Mike Haas, DSN: 229-7715
TACTICAL: Rex Monroe, DSN: 229-5082
CHIEF, OPERATIONS DIVISION: Max L. Watts, DSN: 229-6368
OPERATIONS: John Peacaut, DSN: 229-6370
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SELIM-IEW (700)

MEMORANDUM FOR RECORD

SUBJECT: BG Stewart IEW Sustainment Plan Discussion with Major Froede, USACIMMC
Readiness Directorate, Deputy CECOM Logistics Manager ODS.

1. This MFR documents a discussion with Major Froede of the IEW Sustainment Support
Plan approved by BG Stewart in February 1991 for implementation during ODS. Discussion
centered on the plan and the implemientation of the plan, but covered additional information
concerning the Rainbow SRAs and the GS IEW Maintenance detachments. Major Froede
was the initial representative of USACIMMC in SWA with the expressed mission of
determining the location and establishing an IEW SRA to support units deploying to SWA.
After the SRA was in place he became the SRA 1 government site chief. He initiated
planning for SRA 2 and SRA 3 and was selected to be the CECOM executive officer in
SWA. After becoming the CECOM executive officer he remained the senior USACIMMC
representative in SWA with responsibility for the three IEW SRAs.

2. Discussion centered on the following major areas:

a. SRA situation as of the end of January 1991:

1) SRA 1: SRA 1 personnel were performing maintenance using the hot
mock-ups and TMDE available for standard systems. Very little NDI repair was being
accomplished by the SRA. The SRA was intensively managing the flow of supplies and
parts in and out of the theater. In addition the SRA was providing logistics support to all the
SRAs and occasional forward maintenance support teams to use for site visits. One of the
key services provided by SRA 1 was the initial equipment checkout and repair performed as
individual units arrived. The SRA 1 personnel would test and repair the units equipment as
it arrived at the port prior to deployment in country. The SRA supported all standard
systems with limited support for a few NDI systems.

2) SRA 2: SRA 2 was deployed to KKMC to provide forward maintenance
support and DX support for MI units. They also provided maintenance support teams on a
regular basis to MI units. SRA 2 provided forward analysis and repair of LRUs and
evacuated all LRUs and CCAs beyond their capability, due either to skills, TMDE, or hot
mock-up availability, to SRA 1. Plans were being made in early February to move several
of the hot mock-ups forward to SRA 2 to provide additional repair forward capabilities.
The SRA primarily supported standard systems with limited NDI support.

3) SRA 3: SRA 3 was deployed in support of EAC assets and was
established but performing limited amounts of maintenance. SRA personnel experienced
some turmoil as the site chief departed soon after the first SCUD attack on the city. The
SRA personnel were limited in their capabilities by a lack of the proper security clearances,
TMDE, manuals, and experiL;. 2 with the equipment. They were performing primarily an
evacuation function as they supported one standard system and several NDI and non-standard
systems at the EAC level.



4) The SRAs had been set up so that SRA I and SRA 2 could provide
regional support to the eastern and western areas, and SRA 3 could provide support to EAC
equipment. As things developed SRA 2 became the central support activity with very few
units traveling to SRA 1 for support. SRA I then became the support back-up for SRA 2
along with the primary logistics and supply activity for the SRAs. Each USACIMMC site
chief was designated as ACOR for their site, with Major Froede having the authorization to
commit the government to the highest expenditure of funds by the contractor.

b. The GS IEW maintenance situation as of the end of January 1991:

1) Three GS IEW maintenance detachments were deployed, the 158th IEW
maintenance detachment from FORSCOM, the 159th IEW maintenance detachment from
FORSCOM, and the 263rd IEW maintenance detachment from USAREUR.

2) The capabilities of the 158th IEW maintenance detachment included repair
of FORSCOM NDI systems and DS backup for the units on standard systems. The 158th
was also the only unit with expertise in the repair of the Dragonfix NDI system. When the
158th IEW maintenance detachment deployed to ODS they incorporated the JEW stocked
items from their home SSA into their uploaded equipment and therefore had spares for
support of the units. These spares included standard systems and NDI systems.

3) The capabilities of the 159th IEW maintenance detachment included repair
of FORSCOM NDI systems (less Dragonfix) and some GS level repair of standard systems,
along with DS backup for units. The 159th equipment included a hot mock-up for the
AN/MSQ-103 and all of their organic vehicles, generators, maintenance vans and TMDE.
The 159th IEW maintenance detachment owned the SSA stocks of IEW spares while at home
station and deployed to ODS with these.

4) The 263rd IEW maintenance detachment had almost no repair capability
for standard systems and no experience repairing FORSCOM NDI systems. The 263rd
arrived in SWA with very little of their TMDE, organic vehicles, generator or maintenance
vans. The detachment performed in Germany as a pass through unit to the USACIMMC
SRA at Pirmasens with little or no maintenance capability and when they arrived for ODS
they lacked much of the training needed to repair systems. The unit deployed with a support
cell from their SSA that collocated with them and provided JEW spares for MI units. The
combination of SSA spares and the 263rd IEW maintenance detachment provided the same
type and quality of support for ODS as they had been providing in Germany, primarily pass
through support to the SRA.

c. Major support shortfalls addressed in the IEW Sustainment Plan:

1) The IEW Sustainment Plan identified the need for transportation support
from the logistics community in support of IEW maintenance, identifying the need for air
support specifically. The sustainment activities continued to experience transportation
shortfalls, finding air support difficult to arrange and not time responsive to the needs of the
sustainment community. The immediate solution to this shortfall was to assign SRA
contractor personnel the responsibility for transportation between SRAs.



2) The IEW Sustainment Plan identified a need to realign the Army support
structure of the Corps to provide the best overall support to the theater. This required the
Corps to give up control of their assets, the 158th, 159th, and 263rd IEW maintenance
detachments, so the entire theater could be supported in a better manner. The sustainment
plan generated an operation order from the Theater J3 directing the Corps to release their
IEW maintenance detachments. The Corps' refused to release their personnel and moved
their units forward when the Corps GS units moved forward. The politics of the situation
with the Corps G-4s was such that they maintained control over these assets throughout
ODS. An arrangement was eventually accomplished resulting in approximately a 75%
success rate in locating the IEW maintenance detachments where they would provided the
best support for the entire theater. The plan called for regional support of all units but the
Corps G-4s wanted to maintain their Corps oriented support. The MI units, SRAs and the
GS IEW detachments actually went to a regional concept despite the obstacles imposed by
the Corps'.

3) The IEW Sustainment Plan identified a need to consolidate and streamline
under one support structure the support for standard systems, FORSCOM NDI systems, non-
FORSCOM NDI systems, and EAC systems. The only equipment sustainment that was
planned to be outside of this support structure was the Tencap systems. This would have
allowed for an economy of effort in the logistics and supply support, along with providing
the units with a single point of contact for support. This structure was never implemented as
the individual support contractors and Program Managers continued to maintain their own
stovepipe support systems.

4) The IEW Sustainment Plan identified a need for contractors to go forward
of the Corps rear boundary. This was accomplished and allowed support to forward units.

5) The IEW Sustainment Plan identified a need for theater support in the
areas of communications equipment, tactical transportation and personnel support for the
housekeeping of in-theater contractors. Because the SRAs were assigned to CECOM and
CECOM was an AMC asset reporting through the senior AMC representative back to AMC
in CONUS there was no in-theater attachment to a unit available. This resulted in the SRAs
fending for themselves without a unit directly sponsoring and supporting them. The plan
recommended the attachment of the AMC activities to the theater support command who
would then have a direct hand in the employment of the SRA and therefore would provide
for the personnel.

6) The IEW Sustainment Plan identified a need to consolidate and move the
SRA support forward from SRA 1 to SRA 2. This meant movement of all the hot mock-ups
and some personnel from SRA 1 to SRA 2. The SRA 1 site chief was reluctant to do this
without company approval from CONUS, even after being told to by the in-country ACOR.
Eventually some equipment was moved forward and SRA 1 personnel were temporarily sent
forward as contact teams.

d. Shortfalls of the IEW Sustainment Plan and the support structure in SWA:

1) Air transportation was either unavailable to the SRA and GS detachments



or not responsive to the needs of these activities. The partial solution was use of contractor
personnel in support of the transportation needs of the SRA and GS detachments.

2) Corps desire to maintain control of their personnel made it difficult to align
IEW support on a theater basis. The politics of reassignment of personnel after the start of
ODS was a very real issue. The support structure needed the ability to station the GS IEW
maintenance detachments, the Corps ATE section, and the SRA in one location for optimum
regional support to the MI community.

3) The GS IEW maintenance detachments did not have the capability to
perform their full mission. They needed additional transportation assets, TMDE assets,
personnel, and training. From a macro point of view the critical need was for a support
doctrine for IEW equipment sustainment that both the IEW community and support
community could use in sustaining the equipment.

4) Supp,-,rt was fragmented as the GS IEW detachments supported FORSCOM
NDI equipment but not many standard systems, the SRAs supported the standard
developmental systems, and there was no real support scheme for non-FORSCOM NDI
systems as each had its own unique structure. The IEW sustainment plan addressed these
problems but did not solve them.

5) EAC support was difficult for SRA 3 to accomplish because the contractors
had not supported the systems in peacetime so there was little capability to support them in
ODS. The SRA could not fully support the unit, and therefore additional resources were
required from the units and INSCOM in support of these EAC systems as the SRA was
reduced to a shipment facility with minor repair capability.

6) The SRA contractor site chiefs did not always follow the directions of the
contractor ACOR on site. This resulted in a delay in moving support forward to SRA 2 and
restricted the support at SRA 2 when SRA I personnel were not reassigned forward to SRA
2. The SRA contractor needed a senior in-country supervisor that could and would respond
to the ACOR.

7) When the GS IEW detachments moved forward they provided LRU
exchange for standard systems and support for FORSCOM NDI systems, but could not repair
LRUs from the standard systems. Additionally some unique support, Dragonfix for one,
moved forward with the GS detachment when it was needed in other areas. After the
movement of the GS detachments forward the SRAs had little capability, and no spares, for
support of the FORSCOM NDI systems.

e. Specific recommendations of Major Froede:

1) The sustainment plans for IEW equipment should be prepared and
implemented by the logistics staff (G4 staff) and not the operations staff (G2 staff).
Currently there is no one on the G4 staff that understands the sustainment of IEW equipment
and therefore the sustainment of IEW equipment is rarely addressed in logistics plans. The
G4 staff should have either an IEW staff officer with logistics experience or an IEW



maintenance warrant assigned to the staff to assist in planning IEW sustainment.

2) TRADOC should develop an IEW Logistics/Maintenance Staff Officers
Course to provide the MI community with the background to plan IEW sustainment.

3) The logistics and operations communities need to determine and implement
doctrine for sustainment of IEW sj stems at Division and above. One of the biggest
problems in the trying to support IEW systems is the lack of doctrine.

David E. Condit
Maintenance SME
IEW Sustainment Streamlining Study
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to develop a policy proposal for items handled outside the
standard supply systems. Attached is a proposed methodology to
implement SFDLR for non-standard support systems or contractor
logistics systems.
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fax extension -4747.
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LOSA-SF
Implementing SFDLR for Non-Standard Logistics Systems (NSLS)

1. PROBLEM: How should the Army fund the purchase and repair of
items managed outside the standard supply system, and outside of
depot repair programs, now and in the future?

a. This study will focus on near-term options to fund
purchase/repair under existing non-standard logistics systems
(NSLS).

NOTE: The phrase non-standard logistios systems, or the
acronym NSLS will be used generically to include a 'variety of
situations that call for non-standard types of support or
funding, as explained in paragraph 3 below.

b. The topic of how the materiel development process should
support emerging or future systems in light of DBOF policy will
be addressed at a later date.

2. ABSUXYTTONB:

a. Wholesale stock fund (WIS)--the Supply Management, Army
(SMA) account of the Defense Business Operations Fund (DB0F)--
must recoup from users the cost of the items it man-jes and the
repair programs it funds.

b. The oWner of the item is responsible to pay the cost of
procurement, repair, and/or replacement of the item. This means
that direct (OMA) funding of re, air activities will decline (no
more llfree! maintenance). It also means that the stock fund will
not pay for repairs unless it "owns" (takes responsibility for)
the item. Even though the item may physically move from user to
a contractor, a unit turn-in document and contractor receipt
allows the stock fund to assume "ownership" and responsibility.

c. Fielded systems must be supported, but documentation and
funding may change.

d. DBOF's overall goal is prudent or efficient use of DOD
resources, not a particular policy designed to promote efficient
use. (The policy is not the goal, but a means to it.)

e. For current or future systems, a range of options for
logistics support will offer the most flexibility to meet the
particular needs of the system at hand, as well as the Army's
overall goal of prudent use of resources.

3. FA7CTS ZZR&7G ON TRE PROBLEM:

a. There are many types of NSLS to be considered:

I



LOSA-SF
Implementing SFDLR for Non-Standard Logistics Systems (NSLS)

(1) Off-the-shelf cozzercial items, which can be repaired
most economically by contractors who perform such repairs for the
private sector. In some cases the repair cost is funded directly
by the user, but in others it may be more economical to contract
at the national level for purchases and repairs, for users from
any command. An example of this is equipment, like video-
cassette recorders (VCR), purchased by Training Aids Support
Agency (TASA). TASA bought the equipment with customer funds,
but CECOM had funded the TASA contracts for commercial repair,
without recouping costs from the user. In accordance with DBOF
policy, AMC has directed CECOM not to fund such repairs if it
does not recoup the cost.

(2) Fielded systems with multiple Army commands as users,
where the system PM fielding plan calls for contractor logistics
support (CLS) of the item, most often through a rspair-and-return
program from owning unit direct to contractor and back.

- In some cases, a using unit turns in a defective item
or component--which if it were a standard item would be a depot-
level reparable (DLR) that users have no capability or authority
to repair. The user gets another from the contractor or gets the
same item back after repair. The user retains accountability f or
the item (is the owner), and the WSF never becomes the owner.

- In other cases, the CZS program is OMAk-funded, and not
reimbursed by the owner of the item. There are some cases in
which AVSCOM has P7T funds for repair of aircraft and components.
Per DALO-RMI, there are no plans to bring this CLS under the
stock fund.

(3) Systems with a single using command, or low-densit7
items. In these cases, the using command (rather than a system
PM or the WSF) pays acquisition and repair costs directly, with
Operations and Maintenance, Army (OKA) funds.

b. CLS documentation for some systems (Mobile Subscriber
Equipment [MSE), for example) closely resembles the standard
supply system. For the purpose of this paper, such systems can
be considered as in the standard system. Evolution of other CLS
to such quasi-standard documentation is probably the best
solution for systems that will remain under CLS for a significant
period.

c. No considered in the analysis below, but relevant, are
MACON repalz programs, for DS/GS-level repairs, where the repair
costs are paid directly by MACOM OMA funds. These may remain
MACOM OMA-funded programs, or may bear on this problem as the
Army moves to a Single Stock Fund (SSF).

2



LOSA-SF
Implementing qFDLR for Non-Standard Logistics Systems (NSLS)

d. Type classification assigns the stock number, price,
code, and other catalog information that is necessary for the
item to be managed in the standard supply system. As shown in
the examples at TAR A (data from SOCOM), however, for most low-
density items, it would be prohibitively expensive.

4. DICSSO:

a. How or why the Army developed such a wide variety of non-
standard logistical support for our systems is irrelevant to the
immediate task of deciding how to fund this logistics support in
the short term. It becomes relevant to the long-term problem of
guiding the materiel development process, but a short-term
solution must work within the context of the systems currently
fielded.

b. The DOD policy that led to SFDLR is based on the premise
that "paying users buy less," regardless of the specific method
by which the users pay. However, proliferating non-standard
payment procedures hampers the Army's efforts to obtain
visibility of total system costs and system (or asset)
availability.

c. Proliferating non-standard turn-in/issue procedures also
immensely complicates the task of the soldier in the field who
has to deal both with the standard supply system and with many
exceptional or special repair and funding procedures for a
growing number of items. (See examples at TIB 3, data provided
by CECOM IMnC, of the multitude of repair options for a family of
systems, depending on the level of repair required.)

d. On the other hand, there are low-density systems whose
scope or purpose is so limited that there is no expected benefit
to the Army as a whole from taking these systems into the
standard logistics system. For example, if type-classification
of a system costs $2M, and its population density is only 20
systems Army-wide, it probably is not worth the cost of turning
it into a standard supply item. (See examples at TAB X.)

e. By the same taken, where there are few copies of a system
and users of the system, there seems to be little or no incentive
for the "paying user" to "buy less," and thus little or no cost
benefit to the Army of forcing the item or system into the SFDLR
mold.

f. For repair-and-return programs which are managed at the
national level by one of the WSF NICPs, stock-fundinq the repair
program requires the owning unit or retail stock fund (RSF) to
turn-in the item to the WSF, which accepts responsibility upon a

3



LOSA-SF
Implementing SFDLR for Non-Standard Logistics Systems (NSLS)

contractor notice of receipt, and returns accountability and
ownership to the retail level upon return shipment by contractor.

g. For such repair-and-return programs, stock-funding should
also include charging the using unit a standard repair price,
which should include:

(1) An average repair coat for the item (not the cost the
contractor bills the Government for the particular repair job).
This average cost can be adjusted annually, like AMDF prices. It
should be based on total repair cost paid to the contractor who
provides the repair service, divided by number of repairs. In
some cases, it may be feasible to average the repair cost over a
group of like items, to simplify accounting of actual repair cost
per item.

(2) The NICP's cost for contract administration, averaged
over number of items managed (or repairs annually, as
appropriate.

(3) Annually averaged transportation cost per item (or a
number of like items). Cost should be round trip (user to
contractor and return to user) unless contract provisions include
return transportation in the repair cost. As with the surcharge
for AMDF prices, transportation costs are averaged over all users
worldwide.

(4) Washout rate; i.e., the averaged annual procurement
cost for the number of items expected to be "washed out" of the
repair-and-return cycle because they are beyond repair. (This
factor assumes that a user will not be penalized for owning the
item that happens to fail beyond repair. If there is evidence
that the user caused the irreparable damage, a report of survey
may be needed to establish that a user must pay for a replacement
at full AMDF price with surcharge, not at the standard repair
price.)

(5) Using a standard repair price for repair-and-return
systems presumes that there would still be a standard purchase
price for the user who buys an item without a turn-in (examples;
a new user, other than upon initial fielding; the old item lost
or already sent to DRMO). Having both a purchase price and a
repair price means that systems documentation must distinguish
bet-,'een repair-and-return requests and purchases without turn-in.

S. ALTmThWATV!: It should be the goal to bring NSLS into the
standard system, when that is feasible, and as soon as possible.
Recognizing that this will not be possible in all cases, or that

4
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Implementing SFDLR for Non-Standard Logistics Systems (NSLS)

a transition period may be needed in others, there are several
possible alternatives:

a. Retain CLS, but bzinq the documentation in line vith the
standard system. The contract for repair and retlun should
include provision for contractor to provide the NICP notice of
receipt and shipment. The shipper (user) should also be required
to provide notice of shipment (or turn-in) to contractor and of
receipt from the contractor. This is necessary to maintain an
audit trail of contractor repairs, and to establish ownership of
the materiel at the wholesale level. This also requires systems
changes to distinguish between purchase (without turn-in) and
repair-and-return, and to charge them at different prices.

b. Develop a non-standard reimbursement to the W82'. This
may be necessary in some cases, but is the least desirable
option. It should be used only in cases when the contract for
repair support stipulates a periodic (for example, monthly) fee
regardless of the number of items actually repaired. We're
essentially paying the contractor to be on stand-by if we need
service. In that case, the contract cost is not tied to repair
transactions, and the using coand(s) must reimburse the WSF
based on other criteria, such as system density in each command.

a. It will not be feasible, or cost-effective, to bring some
items or systems into the standard supply system. Following are
some suggested criteria for the decision to ezmapt a system (with
its associated repair parts and repair program) from the standard
logistics system:

(1) Low density; fewer than N systems Army-wide. (The
review process mentioned below may further define X after
reviewing the data on such systems.)

(2) Short life expectancy; system is expected to be
replaced in less than N years (suggest 2 years as a starting
point). The system will not be retained (for example, in reserve
component units, or in war reserve stocks) after its replacement
is fielded.

(3) High cost of type classification, relative to the
value of the system and the associated repair parts.

(4) Finally, a low likelihood that stoci-fundinq (having
users reimburse the WSF for issues and repairs) would provide any
significant incentive for users to "buy less," or perform better
diagnosis before deciding to turn-in for repair, or perfOrM some
repairs authorized at the user level, or at DS/GS level. This
may be a judgment call, but even if one or more of the other

5
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Implementing SFDLR for Non-Standard Logistics Systems (USLS)

criteria are met, this factor should also be considered.
Approval to exclude a system should be granted only if this
criterion is also met by a plausible argument that stock-funding
the system would not provide such incentives (for example, that
on a particular system there is no possibility of user or DS/GS
repair or diagnosis).

d. In using the above criteria to request exception to
policy (as discussed below), item managers or Pis may suqqest
other criteria for consideration. The above criteria are not
all-inclusive; the review process may add others.

6. MCOMMATIONS:

a. That HQDA formally task AMC and its NICPs to provide
information on which systems are currently outside the standard
logistics system, in one or more respects:

(1) Items are not requisitioned through standard retail
and wholesale systems, or are not billed through standard
financial systems.

(2) Maintenance of the system's components is on a
repair-and-return basis, not a purchase and turn-in between user
and WSF.

(3) Repair contract calls for payment to contractor on a
basis other than repair transactions, and the fixed fee (or cost)
is not distributed to all users by being included in the repair
cost for the item or family of items.

(4) The system is not type-classified.

(5) Repair program for the system is funded by the
Program Manager (PM) for the system (the PM has fielded the
system, but has not transitioned the repair program to WSF).

(6) Repair program for the system's components (for what
would be DLRs on a standard system) is aMA-funded at the national
level (AKC PTM, for example). (This does not include MACCM
repair programs whicn are OMA-funded, for repairs at DS or GS
level, or even for depot-level repairs at a HQDA-approved Special
Repair Activity (SRA).

b. That the tasking to AMC and NICPs include a requirement
to provide, for each system identified above, a projected date
for transition of each system to the standard logistics system-
either through a depot repair program or a contractor-operated
program which provides "look-alike" standard documentation.

6
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Implementing SFDLR for Non-Standard Logistics Systems (NSLS)

c. That NICPs provide full justification, usinq the criteria
in paragraph 5c above, for each request that a system be exempted
from the requirement (in b above) to transition to the stiandard
loqistics system. (Suggested format for requests is at TAB C.)

d. That XQ0A develop a process to consider and approve or
disapprove the requests for exception to policy referred to in 0
above. Tbis process should include review of NZCP's request by
the system PM, the MACON with primary interest (in the case of
single-user systems), and SARDA, ODCSOPS, and ODCSLOG.

e. That approved requests for exception to policy be
reviewed every two years, to determine if circumstances warrant
continuing the exemption.

JOHN L. PIXZCZ
Logistics Mqt Specialist
DSN 284-4528/29
commercial (703) 274-4528

TAB A - SOCOX examples, type classification costs
TAB B - IMOC samples, repair options for contracror-support items
TAB C - Data required to request exception to policy (TBD)
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ME(ORANDVK FOR DIRECTOR, U.S. SPECIAL OPERATIONS RESEARCH,
DEVLOPM•:T, AND ACQ7ISITION CENTER, XACDZLL
AIR FORCE BASE, FL 33608-6001

SUBJECT: Type Classification (TC) Information for Special
Operation Forces (SOF) Systams

1. Reference, 12 Aug 1991 information briefinq to LTG Thomas,
AMC Deputy Commanding General for Research. Development, and
Acqu•isition, subject: Special operation Forces (SOF)
Acquisition Programs

2. Durinq reference briefinq, LTG Thomas directed that
validated cost data be developed for all" AXC managed SOF items
that require additional funding to achieve Type classification
Standard (TC-STD).

3. Validated level 1I cost information for these SOP items is I
provided at enclosure 1.

4. Enclosure 2 represents the materiel developer's recommended
position and action plan for Type Classification oa USSOCOM
systems assigned to the U.S. Army Material Command for
acquisition management.

5. Request USSOCOM provide concur~ence/co~ent as soon as
possible. AMC will proceed as indicated unless notified
otherwise.

6. AXC point of contact for this action is Mr. Jenkins,
AMCDE-F, DSN 284-9209.

FOR THE COMOANDER: N

sistant Deputy Chief of Staff
for Development, Ehqineering
and Acquisition - Special
Operations Forces
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Ncn-standard systems - data summary:

10 CXCOM systems (not sure all are DLRs)
W$ )4 CIn1MC N

1 AMCCOM " (a "1-ield level reparable secondary end item")
.oi 1 IMICOX (an USRAO at Ft Bragg)-fiQ #. -4A

total: 16 systems with "non-standard supply support procedures"

no TACOX, AVSCOM (???), TROSCOM, CSLA (?????) - surel'

TRAQQC - harder to digest; summary, as besat I understand it:

Rucker - 6 pages of NSNs of "DLRs that go to Martin Marietta or
McDonell Douglas"

Knox - 7 or 8 families that go to various contractors, are funded
"free" by depots, or where they don't know the funding policy
(meaning, apparently, that Knox doesn't think they're paying)
[includes the crazy AMCCOXM contract COL Greene wrote about]

"Anon." - several Training Aids Support Center (TASC) and
aviation signal items in an RX program thru Ft Rucker

Devens - several CfMC-like systems (not sure if the same ones)

Monmouth - CECOM items - E= S system (chaplains get 65% credit!)

Coord Logistics Support Program (CLSP) items - Tobyhanna;
other items (w/o NSNs) shipped to a variety of contractors; these
might be off-the-shelf items

McClellan - TASC items; more CLSP items; STU III itams (non-ASP)

Ben Hsn - TASC

Benning - 14SE items; an AMCCOM contract for sniper rifles, and
Radar Hawk

a very mixed bag; several AMC did not mention; no big surprises.

Several SRAs, several ZEW systems CIMMC had mentioned, and a few
similar to ones TRADOC mentioned
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M S. ARMY CECOM ITILLWNCE MATRIEL MANMAET CENTrM• VISIT HILL FAM ST•AT"ION

WAMENTON, VNIGINIA50

rMLY 22186-5077

SELIM-IEW (700) % AUG 1992

MEMORANDUM FOR SEE DISTRIBUTION

SUBJECT: IEW Streamlining Study - MACOM IPR Minutes

1. Draft minutes and enclosures are herein provided for 29-30
July MACOM IPR. Recommended changes must be submitted in writing
NLT 25 Sept 92. "No comment" will be considered concurrence and
minutes will be finalized accordingly.

2. Minutes for 23-24 June MACOM IPR are now final. Page 1, and
pages 13-16 have been changed as indicated by underlined
segments. These pages replace corresponding pages of the draft
submission, and are considered final.

3. POC is the undersigned, SELIM-IEW, DSN: 229-5248/5254.

4. CECOM Bottom Line: THE SOLDIER.

Encl DENNIS F. DUTTON
as Project Officer, IEW

Sustainment Study

DISTRIBUTION:

Commander, FORSCOM, ATTN: FCJ4-SM (Mr. Serrentino)
Commander, INSCOM, ATTN: IALOG-R (Mr. Demy)
Commander, USAICS, ATTN: ATSI-CDG (Mr. Lovely)
Commander, USASOC, ATTN: AOLO-P (Mr. Richardson)
PEO-IEW, ATTN: SFAE-IEW-SE (Mr. Hume)
Director, CIMMC, ATTN: SELIM-IEW (Mr. Riddle)

cf:
HQDA, DCSLOG, ATTN: DALO-SMC (Mr. Demchak)
HQDA, DCSINT, ATTN: DAMI-PII-I (MAJ Maguire)
HQDA, DCSOPS, ATTN: DAMO-FDI (MAJ Andrew)
HQ Army Materiel Command, ATTN: AMCLG-SI (Mr. Shelton)
Commander, CECOM, ATTN: AMSEL-LC
Commander, CECOM, ATTN: AMSEL-LC-LM-EN (Mr. Mabray)
Commander, CECOM, ATTN: AMSEL-LC-SM-S2 (Mr. Travisano)
Director, CIMMC, ATTN: SELIM-DIR
Director, CIMMC, ATTN: SELIM-T



SELIM-IEW

MEMORANDUM FOR RECORD

SUBJECT: IEW Streamlining - Minutes of MACOM IPR, 29-30 Jul 92

1. This memorandum furnishes subject minutes for information,
necessary action, and documentation.

2. The agenda and a copy of the attendee list are provided as
Enclosures 1 and 2, respectively.

3. Minutes herein reflect general administrative information,
detailed discussions, and current taskings.

4. General Administrative Information

a. The IPR was conducted at CIMMC, Vint Hill Farms
Station, VA, from 0800, 29 July, to 1700, 30 July 1992.

b. This IPR was conducted primarily in briefing or
discussion format to provide the study group principals and their
representatives with an update on the progress and direction of
the study.

c. Mr. Dutton provided copies of the 16 June Fort Bragg
Trip Report and of the 23-24 June IPR minutes.

d. After administrative announcements, attendees
introduced themselves.

e. The next MACOM IPR was tentatively scheduled for the
first week in September. CIMMC will provide announcement letter
specifying location, time, etc.

5. Detailed Discussion

a. USAREUR Trip

(1) Mr. Riddle said the trip was enlightening. No two
units receive support in the same manner. Some units go directly
to CIMMC or the SRA, and others follow traditional routes. There
is a severe problem with unaccounted spare parts that seem to be
lost somewhere in Europe; the team heard of an instance involving
16 MILVANs of parts that had not been inventoried or otherwise
properly accounted for.

(2) Since 1 Apr 92, the effective date of stock
funding of depot level reparables (SFDLR), the CIMMC SRA in
Pirmasens had received an average of only five work orders a
month. Previously, the SRA had received an average of 200 work
orders a month.
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(3) There was substantial discussion concerning the
204th MI Battalion (Bn). A major concern for the 204th is the
level of non-IEW DS support in the Augsburg area. Because
support units are moving out of Augsburg, the 204th currently has
no DS support except that provided by their organic IEW section.
There is no supporting GS maintenance detachment. The 204th has
no effective supply support. The 200th TAMMC told them to delay
submission of supply requests until after they moved. The bottom
line is that there is no effective IEW GS support in USAREUR
except for the CIMMC SRA. Most IEW systems are supported by
contractors now, so the problem is not as bad as it seems.

b. Study Output Products (Encl 3)

(1) Mr. Dutton stated the final output products will
be comprised of four volumes: the main report, study group
history, the study group significant documentation, and a
classified volume of system support information.

(2) Mr. Dutton emphasized the requirement of the study
group to remain objective in its evaluation of the draft
documentation and proposals presented for review. In this same
regard, whatever proposals are forthcoming are to be the position
of the agencies represented by the study group menbers.

(3) Mr. Dutton stated the draft study group products
will propose recommendations for implementation. He stressed the
importance of quality staffing amongst the agencies represented
on the study group to ensure that everyone is in agreement and
fully understands what the study group recommends.

(4) Mr. Dutton advised that group participation
towards compiling Volumes II and IV is critical to the success of
these products..

c. GS Force Structure (Encl 4). Mr. Serrentino updated
the study group on the Total Army Analysis (TAA) process with
respect to general support (GS) unit capabilities and FORSCOM's
proposals for GS unit Table of Organization and Equipment (TOE)
changes to meet required manpower cuts.

(1) Tentative TAA-99 results indicate there will
likely be only two IEW GS elements Army-wide, one in CONUS and
one in Europe. FORSCOM will have only one IEW GS repair platoon.
Considering the extensive mission requirements, FORSCOM feels
this reduction is not feasible.

2
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(2) In order to meet required manpower cuts, the
FORSCOM proposal would consolidate COMSEC/IEW support and ATE
capabilities into three platoons, would save 288 spaces Army-
wide, and would align diagnostics and repair capabilities. The
proposal recommended the consolidated COMSEC/IEW/ATE platoons be
placed at Forts Bragg, Lewis, and Hood, and recommended one
platoon for Europe. Requirements for Korea and Panama were not
addressed.

(3) A timely decision on the FORSCOM proposal will be
reflected in the final proposal of the IEW Streamlining Study.

(4) Mr. Serrentino stated that the related SLA
studies, such as the Logistics Support Group study, lean toward
this type of support with contractor augmentation.

d. Seoul SRA. There was limited discussion on the
existence of an SRA-like TDA augmentation to the 501st MI Brigade
(Bde). Military personnel manning the element are from the 532d

MI Bn and perform GS level support on the UYK-71A. There were
questions about who funds the element and who provides the
manpower (in particular, a GS-12 position). There is a
possibility that this position is provided by INSCOM's MSA-V or
by Tobyhanna Army Depot. Mr. Bazemore stated he would attempt to
ascertain if INSCOM provided the space. Mr. Dutton reiterated
that all initiatives affecting the study group's proposals must
be reviewed.

e. BOIP Process Cycle (Encl 4.1). Mr. Lovely, U.S. Army
Intelligence Center and School (USAICS), briefed a general
description of the Basis of Issue Plan (BOIP) process and
described how this process affects the acquisition system.

(1) The BOIP process requires 295 days from initiation
to final result if there are no obstacles. Members of the study
group felt this process could be reduced. One suggestion would
change the process so that minor changes will not necessarily
require a complete revision (a restart from the beginning) of the
BOIP. In addition, it was agreed that the materiel developer
should coordinate with the BOIP developers prior to official
process initiation.

(2) Mr. Serrentino requested that the study group
ascertain whether a BOIP could be processed if a requirements
document did not exist. Mr. Lovely said he would research the
question and provide an answer.

3
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(3) There was discussion as to whether the study group
should be concerned with the BOIP process as it does not lie
within the study's parameters or capabilities. The study group
decided to formally identify, in its acquisition documentation
findings, the fact that the BOIP process has historically been,
and continues to be, a problem.

(4) Mr. Dutton updated the status of ASPO systems and
their relation to the study. Due to the classification of some
of the ASPO systems, the study group can only review
approximately 80% of the requested material. He was assured by
BG Adams of DA DCSOPS that this material would be available
shortly. Mr. Dutton reiterated that ASPO will remain a distinct
part of the Streamlining Study. In addition he stated that a
coordinated position paper from DCSOPS ASPO would suffice and
would be included in the study.

f. Non-Standard Logistics Support (Encl 5). Mr. Pierce of
SLA, briefed the study group and stated both SLA and the IEW
Streamlining group are seeking the same objective, but from
different approaches.

(1) SLA assumes that wholesale stock fund (WSF) must
recoup costs. In line with this reqtirement, other principles of
WSF include: item owners pay for item repair, it must support
fielded systems, and provide a flexible approach to current
systems. The long term goal of WSF is to manage the materiel
development process.

(2) In providing examples of nonstandard systems, Mr.
Pierce noted commercial off-the-shelf (COTS) items, contractor
logistics support (CLS), low-density/single- user items, and
items not requisitioned or billed through standard logistic and
financial systems.

(3) From the perspective of stock funding of depot
level repairables, some of the reasons for standardizing the
systems include: nonstandard systems impair visibility of the
asset position and true system costs, require complex turn-in and
repair procedures, reduce incentives for diagnosis and repair in
the units, and make the force more dependent on contractors in
wartime.

(4) There was extensive discussion concerning AMDF
repair costs and surcharges. Mr. Pierce stated the types of
charges for a standard repair price are similar to a surcharge,

4
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but would be a surcharge on a repair price rather than on an
acquisition price.

(5) Mr. Pierce completed his briefing stating the
bottom line of Non-Standard Logistics Support is to task NICPs to
report all nonstandard systems, to have the PMs or NICPs provide
target dates for transition to standard logistics systems (or
request justified exemptions from standard systems), and to have
HQDA develop a process to review exemptions from the
requirements.

g. Discussion of Proposed Support. Agenda topic broke out
into several general discussions. Mr. Dutton briefly revisited
the study background, task drivers, the taskings, integration,
streamlining of the battlefield sustainment structure, and
system analysis.

(1) While discussing acquisition as related to
sustainment trends, it was noted that emerging technology should
extend fix-forward capability without encumbering units with more
logistic requirements. Past trends have been 15-20 year materiel
life cycles, multiple systems, system operational independence,
stable resourcing, and front end funding. This situation i•
transitioning to a resource-lean future characterized by sharply
reduced life cycles, NDI/COTS systems which are firmware-driven
with rapid prototyping, nu-ieri:ally fewer systems with increased
capabilities, and automated system interoperability.

(2) There was some discussion of Reserve Component
support requirements and National Guard participation in the
study. Mr. Serrentino reemphasized that FORSCOM does not speak
for the National Guard, but that FORSCOM has kept National Guard
Bureau (NGB) informed and invited them to participate. Mr.
Serrentino indicated he would obtain the NGB representative's
name and forward it to Mr. Riddle.

(3) Mr. Wilson briefly discussed Maintenance 2020, the
Ordnance Corps' Future Vision initiative. Electronics
Maintenance Vision and the Ordnance Maintenance Vision are in
draft only and have not been approved. It's concepts include an
"FRA," a mobile, readily identified, deployable, depot level
support activity. Mr. Wilson also discussed:

N A predictive maintenance system in which equipment faults
are addressed prior to failure by analytical prediction
based on reliable historical failure data and on-board
sensors. There would be no operator/maintainer; the system

5
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would be maintained by divisional or higher maintenance
teams controlled by a Maintenance Operations Center (MOC).

Future maintenance concepts with three categories of
maintenance: the sustainment level, which deals with the
industrial base; the operational level, which deals with the
FRAs (the in-theater support elements); and the tactical
level, which would include operator/crew and field
maintenance.

2 Possibilties of a three-level maintenance system with a base
station test facility at both brigade and division level, a
common test set (CTS) which will operate forward with
maintenance support teams (MST), and a great deal of
emphasis on technology and built-in test/built-in test
equipment (BIT/BITE). Finally, it is likely that there will
be an operator/maintainer who will have some unit or on-
board spares with which to fix the system.

h. Discussion of XRA (Encl 6). Mr. Dutton's emphasized
use of t-e letter "X" was to avoid confusing the proposed support
activity with an SRA or FRA and is not to be confused with some
of the depot activities which the study group is reviewing. The
XRA is not an Army standard SRA under paragraph , AR 750-1, nor
does it match the deployed FRA of the AMC initiatives.

(1) Discussion of Stock Funding of Depot Level
Reparables indicated that there are two different prices to be
considered: standard and net. The standard price is the actual
AMDF price with updated acquisition cost, price stabilization,
inventory losses, and transportation costed together with no
anticipated turn ins. The net price is the standard price with
credit allowed for turn in.

(2) Of the net price, there are items which may not be
required if the work is performed at an XRA, such as price
stabilization and perhaps replacement of washouts. There would
be no inventory losses as they are controlled by the XRA. The
logistics and transportation costs may not be required or may be
less.

(3) The result is a standard repair/return price.
There is no acquisition cost involved in this concept, just
repair and return to the unit. Standard repair/return price
would be comprised of the actual cost to repair plus allowance
for washouts, XRA overhead, and transportation cost.

6
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(4) There was discussion of the various logistical
facets of the SRA and FRA, their location and ability to support
tactical MI assets on the battlefield and in peacetime, and the
location of spare parts and LRUs. The flow which Mr. Dutton
recommends is a repair and return concept. Presently the flow
goes from the unit to the DISCOM to GS element. Objective Supply
Capability (OSC) would be installation driven. Under the XRA
recommendation, the flow would go from the unit directly to the
XRA. There would be no losses, and the audit trail would go
through the Materiel Manager. The XRA would repair and return
equipment based on where the equipment originated; i.e., to the
unit if coming from them or to the DISCOM if a DISCOM spare or if
forwarded by them to the XRA.

(5) The recommended flow codifies what the actual flow
is today but with a new, streamlined organization to manage it.
It propagates the seamless logistics flow from NICP to the user,
emphasizing a direct flow between the user, the XRA, and the
NICP.

(6) Mr. Dutton described the specifics of the IEW
repair activity support and the funding, request and issue, and
hardware flows within an XRA concept (see Enclosure 6).

(7) On Thursday, Mr. Dutton continued discussions of
the XRA by describing the characteristics of the XRA and its
core. The XRA would have the capability to expand as required,
provide area-based forward support, be tailored from a generic
core base, and provide a secure repair/storage environment. The
XRA would be comprised of personnel from military GS detachments,
depot level support activities, logistics assistance
representatives, and omnibus contractors. This core would have
the capability to provide site management, supply management,
transportation, and some maintenance. Added to the core would be
original equipment manufacturer (OEM) modules as required to
supplement the support capabilities of the XRA.

i. Discussions of the "Outline of Future Support" Memo
(Encl 7)

(1) Mr. Serrentino asked about the purpose of the
memo. Mr. Dutton explained that it was the objective of this
document and its discussion amongst the group to provide him with
the data which he required to do an eventual concept paper which
flushes out the details of the study group's objective. It was
decided by the study group that this was the point at which all

7
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options should be addressed prior to discussing the details of
the document.

(2) After extensive discussion the study yAoup
developed three options. There were three assumptions made in
discussions concerning these options: that there would be
adequate resourcing, that there would be a Memorandum of
Understanding (MOU) which would minimize training distractors,
and that Readiness Based Maintenance would be the driver. These
options were: 1) to maintain status quo, 2) to adopt a MACOM-
focused support structure, 3) or the XRA concept (see Encl 8).
Pros and Cons were identified and considered for each option
prior to soliciting group consensus.

(3) The representatives from CIMMC, TRADOC, PEO-IEW,
and AMC supported Option 3, the XRA; FORSCOM supported Option 3
on the stipulation that it be tied to SSF and ISM. The INSCOM
representative supported Option 2, MACOM-focused support.

(4) During discussicns on qualitative and quantitative
analysis of the options, COL Hemenway stated that cost must be
addressed when being presented to the HQDA staff. If no
quantitative savings can be shown, then it was imperative that a
qualitative increase, at no additional resourcing cost, be shown.
Mr. Dutton stated that he could not guarantee that there would be
no increase but that there would be other long term savings which
would off set any short term increases.

(5) Discussions evolved to development of milestones
and an XRA test plan. The study group decided that a test plan
would be developed within thirty days of approval of the concept
and that an implementation plan would be developed within sixty
days of approval of the test plan. Next a demonstration plan
with a linkage to SLA would be completed within 30 days. This
demonstration would be corducted either -in line with the Fort
Hood SLA demonstration, with the TRACKWOLF/AHFEWS linkage, or in
Korea.

(6) In line with this discussion, but not tied to the
demonstration, was contractor sustainment and its movement under
a single organization. The actions required in support of this
initiative are:

* to identify systems with contract sustainment support to
include terms

8
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u to create a system-by-system, timephased transition plan
which includes management, funding (as appropriate),
resources, and contracting responsibility.

(7) The study group completed a line-by-line review of
the Proposed Future Support Memorandum and chose the MSSA option
as the XRA supply support option. Upon completion of the review,
Mr. Dutton stated that it was his goal to have a revised proposal
document to the study group members within two weeks (14 Aug 92).

j. Reserve Support Discussions (Encl 4). Mr. Serrentino
briefly updated the study group on ongoing Reserve Component
support initiatives and the Expansible CEWI Battalion.
Highl..ghts of this briefing were as follows:

(1) Based on the TAA 99 results, the FORSCOM force
structure proposal eliminates the separate Radar/ATE platoons in
the ARNG and consolidates Radar/ATE assets into the Signal
platoons, the quantity of which remains the same. The number of
USAR units would also be unchanged.

(2) The number of Reserve Training Sites-Intelligence
(RTSI) will be decreased from five sites (Forts Dix, Sheridan,
and Gillem, Camp Bullis, and Hamilton AFB) to three RTSIs (Forts
Sheridan anu Gillem, and Hamilton AFB).

k. IPR Wrap-Up. Mr. Dutton ended the formal portion of
the IPR by reiterating the study group's charter and
requirements. IPR wrap-up highlights include the following:

(1) Mr. Dutton asked the participants for a status of
attendance and recommended dates for General Officer In-Process
Reviews (GOIPR). All participants were still checking. AMC
indicated they would host the GOIPR and that open dates were
14-22 Sep 92 or 6 Oct 92. As the MI Relook meeting was scheduled
for 6 Oct 92, it was decided to consider holding the GOIPR in
conjunction with the MI Relook meeting.

(2) Mr. Dutton reiterated that he would like to be
able to brief the Executive Summary and to have a draft of the
Final Study Products completed by the end of August.

(3) The taskings to come from the IPR were reviewed.
These taskings included the following:

9
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a MACOMs will provide available timeframes for the September
GO review to be held at AMC. Suspense: 5 Aug 92 (12212-002)

a MACOMs will provide list of attendees for 1 September IPR.
Suspense: 14 Aug 92 (12212-003)

N MACOMs are to verify all study principals have up-to-date
clearance information on file with the SSO at VHFS.
Suspense: 7 Aug 92 (12212-004)

a MACOMs will provide position papers on next iteration of the
Streamlining study proposal. Suspense: 27 Aug 92
(12212-005)

0 MACOMs will reply to finalized decision/concept document.
Suspense: 27 Aug 92 (12212-006)

0 MACOMs are to review and update flowcharts. Suspense: 7 Aug
92 (12212-007)

N MACOMs will reply to finalized decision/concept document.
Suspense: 27 Aug 92 (12212-008)

0 FORSCOM will provide status of request for IEW force
structure changes (input to the TAA 99 process). Suspense:
4 Aug 92 (12212-009)

E FORSCOM will provide GS/NDI workload data for submission to
TAA process. Suspense.: 21 Aug 92 (12212-010)

a FORSCOM will coordinate recommendation on where financial
support should be interjected in relationship to options 2
and 3 of the Streamlining study. Suspense: 14 Aug 92
(12212-011)

* FORSCOM will provide feedback data - SLA/TSM. Suspense: 7
Aug 92 (12212-012)

* TRADOC is to provide answer to whether DA and TRADOC have
agreed on information required for BOIP/QQPRI for systems
without approved requirements documents. Suspense: 14 Aug
92 (12212-013)

* INSCOM will provide information concerning GS-12 in Seoul
SRA. Suspense: 27 Aug 92 (12212-014)

10



SELIM-IEW
SUBJECT: IEW Streamlining - Minutes of MACOM IPR, 29-30 Jul 92

0 CIMMC will release finalized decision/concept document.
Suspense: 18 Aug 92 (12212-015)

CIMMC will release draft output products. Suspense: 31 Aug
92 (12212-016)

11



SELIM-IEW
SUBJECT: IEW Streamlining - Minutes of MACOM IPR, 29-30 Jul 92

6. Other Current Taskings

SAc n Iu m Suspense

12100-008 Set up interview w/CWO INSCOM June IPR
Perez

12119-002 Interview OEM contractor CIMMC ASAP

12149-005 Revise flowcharts MACOMs ASAP

12149-006 Provide feedback on NDI FORSCOM 19 June
systems

12149-011 Provide TROJAN SPIRIT info INSCOM 8 June
and revised flowcharts

12149-012 Provide remaining data USASOC 12 June
requirements

12149-016 Identify General Officers MACOMs 25 June
to be briefed

12212-001 Provide USAREUR Trip Report CIMMC 15 July

Highlighted suspenses reflect overdue status or immediate
requirments.

12



rEW BATTLEFIELD SUSTAINMENT
MACCM WORKING IPR, 29-30 JULY 92

USACIMMC, VINT HILL FARMS STATION
WARRENTON, VA 22186

0800-0815 WELCOME/INTRODUCTIONS CIMMC

0815-0830 ADMINISTRATIVE REMARKS CIMMC

0830-0915 EUROPE TRIP REPORT CIMMC/BDM

0915-0940 STUDY OUTPUT PRODUCTS CIMMC

0940-0945 STUDY PRINCIPALS ONLY

0940-1000 BREAK---------

1000-1030 GS FORCE STRUCTURE FORSCOM

1030-1100 BOIP PROCESS CYCLE CIMMC/TRADOC

1100-1130 SLA NON-STD SYS: ASFDLR

1130-1300 LUNCH

1300-1630 DISCUSSION OF PROPOSE CIMMC/GROUP
SUPPORT (AC)
- STUDY BACKGROUND
- UNIT LEVEL- "1X"RA

3,0 JULY

0800-0815 RECAP DAY . CIMMC

0815-1130 DISCUSSION OF PROPOSED GROUP
SUPPORT (CONTINUED)

1120-1300 LUNCH

1i300-1500 RESERVE SUPPORT DISCUSSIONS FORSCOM/GROUP

1500-1630 IPR WRAP-UP CIMMC
- STUDY BACKGROUND

Enclosure 1 to JEW Streamlining Study Group
fPJ? 1firp,,fpr 79-71) filv 97,



IEW STREANLINNG STUDY GROUP IN-PROCESS REVIEW

List of Attendees

-9-30 July 1992

Attendee Office Telephone Number

Mr. Ralph Riddle . . . CIMMC, SELIM-IEW . . DSN 229-5047
Mr. Dennis Dutton . . .. CIMMC, SELIM-IEW . . . DSN 229-5794
MSG Richard Lawrence . . CIMMC, SELIM-IEW . . . DSN 229-5794
Mr. Glenn Taillie . . .. CIMMC, SELIM-IEW . . . DSN 229-5794
CPT John Loomis ....... .. CIMMC, SELIM-IEW . . . DSN 229-5794
Mr. Pete Hume ........ .. PEO-IEW ... ....... DSN 229-5934
Mr. Al Lindley ..... .. PM-SW ... ........ DSN 229-6828
Colonel Robert Whitney . FORSCOM J2 ........ DSN 367-5042
Mr. Dick Serrentino . . . FORSCOM J4-SM . . DSN 367-7284
Mr. Dwight DeVoss . . . FORSCOM J2 ..... ... DSN 367-6429
Mr. Tom Carson.. . . . FORSCOM J2 ........ DSN 797-3173
Mr. Roy Bazemore . . . INSCOM .... ........ 703-706-2840
Mr. John McMahon . INSCOM, MSA-V . ... DSN 229-5840
Mr. Jim Whynot .... INSCOM, MSA ..... .. DSN 229-5841
Mr. Robert Lovely . . . TRADOC, USAICS . .. DSN 821-5579
Mr. Don Wilson .. .... OMMCS (ATSK-CCI) . . . DSN 746-8816
Colonel J. B. Hemenway . HQDA, ODCSINT . . DSN 223-6396
Major Tom Maguire . . .. HQDA, ODCSINT .... DSN 227-4714
Mr. Helmut Schelenz . . HQDA, ODCSLOG . ... DSN 225-3280
Mr. Bill Shelton .... HQ,AMC, AMCLG-SS . . . DSN 284-9311
Mr. William Mabray . . . CECOM ... ........ DSN 992-2343
Mr. David Nicholas . . . BDM, International . . 804-596-6843
Mr. Robert Klebo . . . BDM, International . . 804-596-6843
Mr. Charles Nusbaum - . BDM, International . . 804-596-6843
Mr. David Condit . . .. BDM, International . . DSN 229-5794
Mr. James Brown .... ... ManTech (DAMI-POS) . . 703-756-2345
Mr. Ray Chamberlain . . . ManTech (DAMI-PIM) . . 703-756-2345

Enclosure 2 to IEW Streamlining Study
IPR Minutes, 29-30 July 92



STUDY FINAL PRODUCTS

EXECUTIVE SUMMARY (10 PAGES OR LESS) ,BDM/IMMC)

BRIEFING CHARTS (IMMC)

VOLUME h: MAIN REPORT (APA FORMAT) ,8DM
ABSTRACT
BIBLIOGRAPHY
-CITED REFERENCES
-ADDITIONAL REFERENCES

VOLUME I1: KEY MEMOs/MSGs (HISTORY) BDM)
TASKING
FOLLOW-UP MEMOs/MSGs
STUDY PDD
CONCEPT PAPER (TBD)
MACOM POSITION PAPERS (TBD)

VOLUME III: IPR MINUTES IBDM>
TRIP REPORTS
SIGNIFICANT MEMOs 'BDM/IMMC)
-TAA MEMO
-ELECTRONICS SPT CONCEPT (ORDNANCE SCHOOL) (TBD)

VOLUME IV: SYSTEMS SUSTAINMENT 'BDM/J&B)
(CLASS) MAP OF SYSTEM DEPLOYMENT & MAINT ORG (WORLD-WIDE)

FLOWS BY THEATER
FLOWS BY SWA (STEWART PLAN)
SYSTEM SPECIFIC 'BDM/J&B)
-3 PHASES
-CURRENT FLOW WITH RESOURCE SUMMARY
-*HORSEBLANKET (IMMC)

XSUM

Enclosure 3 to JEW Streamlining Study Group
IPR Minutes, 29-30 July 92
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SELIM-IEW

MEMORA.NDUM FOR SEE DISTRIBUTION

SUBIECT: IEW Streamlining Study: Outline of Proposed Future Support.

I. Reference:
a.Message HQ DA SAC.-$2B, POI2 CCOZ Nov 91, Subjec-: Inteiligence and El-ec-onic

Warfare (MEW) Sustainment.

b. M.ACOM IPR, FORSCOM, Ft. .McPherson, GA, 23-14 Jun 92.

2. As discussed at the conclusion of the last MACOM EPR, the multipie "stovepipe;
sustainment mechansms are largely due to the foilowing:

a. PM's (A.MC and non-A-NMC) managing sustainment of fielded systems.

b. MACOMS managing support for "MACOM unique" systems.

3. The objectdve of this study is to integrate and steamiine these "stovepipe" support
arrangements. True integration of efforts will require the centra-ized management and controi
of all sustainment for fieided systems (uniuPM.M/IACOM owned assets) by a single organization.
Formai transiton from dweeioper to rediness would not be a factor. The current proposai for
sustained maintenance (above BN level) wouid piace this resoonsibilirv with AMC, srecu•ically
UTSACI`AMC, as the single Army Inteiligence and Eecrornic Warfare (JEW) execative agent for
logistics.

a. Denot Forward Expandable Reoair. The general concept of support is simliar to the
Stategic Logstics Agency (SL,-k concept for integrated Sustainment Maintenance. The major
difference between the two efforts reside in :he management. strucrure and composition being
focused on the Intefligence funconai arm as opposed to rnuiti-commodirv orientation. The
fOllowing demiis are provided:

1) The Direc:or. CMIMC. .voujd serve as the Armv Ine-a.rated Sustainment
Maintenance Manager (ISMM) for integration of ail PM. MACCM and user IEW sustairment
requirements.

2) Maintenance.

a) An e.x'ancabie repair activitv (,"GA) wouid be estabiished to provide
decicted cenuaiized Corps re,.onai support ,or ail tasks above the B.4/BDE organc capability.

Enclosure 7 to IEW Streamlining Study Group
IPR Minuzt.s. 29-30 .ulv 92



Classica1ly this would be ecuated to GS and above levei of maintenance.

b) ".he core nucleus of the XRA would inciude a competitive omnibus
contract base, DA civilians (depoc, msc, etc.) and current/future GS maintenance detachments.

c) The XRA omnibus contractor will establish contractual repair linkage
with OEM's as necessary to expedite OEM depot repair activities.

d) Where necessary., OEM technicians woula be physically integrated into
the approoriate XRA for dedicated system technical support with suDppl supo aitance and
ACOR site management provided by the core eiement of the XRA.

e) Each corps XRA would be responsible for centralized management of
contract/depot support needs at the unit level (BN/BDE).

f) T"he primary mission of the.. XRA omnibus contract staff will be in

support of technology transfer and sidli sustainment. While this contract staff will be an integral
element of the day-to-day repair function, the thrust will be to create an environment which
reduces dependency on an OELM tech base and provides continuous on the job skill enhancement
to the depiovable soldier base.

g) The XRA will have a tailorable deployment mission in support of
customer operational needs. The soldier base will serve as the primary initial deployment force
with follow-on support from the civilian base as necessary.

h) Forward level maintenance (MA) will be accomuiished under a cost
to repir basis with reduced surcharge. Depot levei repair (OE-M and DESCOM Depot) will be
accomplished within the ASFDLR guidelinesiframework esmbiished.

i) •he •:LA would serve as forward central point for receipt of designated
OEM depot level repairabie from DISCOM and send directly back to OEM as directed by
Commodity Command Item Manager. An example would be in support of Ground Base
Common Sensor (GBCS) where failed module would be diagnosed at organization level,
replaced with sar maintained with system ana coded for depot levei repair. Defective module
would be turned-in with requisition to DISCOM SSA. funded requisition would be passed to
Commoaity Command and defec:ive haraware sfnipped to XRA.

3) Su2n2v.
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b. OrzanizationaI Level.

1) Maintenance/Supoly. Under the current concept, the IEW BN/BDE level
maintenance capability would be expanded, on a system-by-system basis, to include soldiers
skilled to accomplish piece-part (component) diagnostics and repair. Current stockage of spares
with the BN would be revisited for movement of low and no demand spares to either ASL within
the DISCOM SSA or stockiage within the XRA. Defective repairables at the DISCOM SSA
resulting from BN tur-in/issue against stocked ASL would be work ordered for repair at cost
to the XRA or turned-in and requisitioned from Commodity Command as coded.

Z) Logistics/Training Assistance. The CECOM IEW Logistics Assistance
Representative (LARs) will continue to be viral linkage between the MI use and the wholesale
infrastrucnure. Their mission in support of maintaining unit readiness and preparedness for
waricontingency operations will require continued expertise of the overall supply and
maintenance relationships. As future systems become more diverse, represent variations of
complexity and commonadliy (i.e. IEWCS in to Trackwolf) the LAR will be required to provide
a bigger technical role to the using units. As such, the LAR must maintain a thorough
comprehension of the IEW System of Systems, receive IRP system training and function as the
primary source of continuity at the unit levei. This continuity is key to supporting the unit levei
sustainment and enhancement of skills for the entry level soldier as well as the seasoned soldier
who has different systems in previous assignments.

4. Goals,

a. Short term (FY93).

1) Conduct test in conjunction with Single Stock Fund (SSF), and Integrated
Sustainment Maintenance (ISM) test at Ft. Hood. Ian-Feb 1993. This would test the integration
of the CIMMC Omnibus contrac'or and the 159th MI GS DET under the single operational
control of AMC (CIMMC). The effectiveness of this test wiil be evaluated from two distinct
perspectives as follows:

a) Stand alone from SSF and ISM by the Stremining Team and BN/BDE

Cdr's.

b) Compatibility with the overall SSF and ISM test.

") Realign and integrate existing PM/MACOM contract sustainment processes
into the eisting CIMMC SRAs. On a case by case basis, re•lignment mav be accomplished
through increasing the roie of the Omnibus contractor. In other cases existing PM/MACOM
contract arrangements may simpiy be modified to reflect a common ACOR until additional
contract arrangements can be accomoiishea as appropriate. As dicaeted by the course of action
taken. CEL positions and funding resources would be realigned to continue the appropriate levei
of management.

3) Deveiop pianning for FY94 exnansion worid-wide pending successfi outcome



or Ft. Hood test.
b. Long tem.

1) Transiton of GS IEW/COMSEC Repair Platoons to AAMC (CLMMC) and
formalizaton of the I•W/COMSEC "XRA."

2) Total integration of the fielded system sustainment mission for all
PM/MACOM/USER owned assets through the CIMfMC IEW ISMM.

5. Plem.s provide formal response of concurrence/non-concuxrence with comment. Non-
concurrences require complete ra-onaie suitable to support a General Officer Review and
decision process. Ensure responses clearly annotate situaions where single management wil
and will not work as appropriate. Comments which support concurrence are strongly
encouraged.

6. Your formal response is required at the 23-30 July MACOM workdng IPR at USACIMMC,
Vi't Hill Farms Station, Warrenton, VA.

7. Point of Contact is the Study Group Chairman, Mr. Ralph Riddle, USACIMMC, SELIM-
IEW, DSN 229-5047.

8. CECOM Bottom Line: TH SOLDIER.

RALPH D. RIDDLE
Chairman, IEW Streamiining

Study Group



IEW STREAMLINING STUDY
GROUP OPTIONS

MACOM IPR- 30 July, 1992

T•W STREAMLINING STUDY
GROUP OPTION 1

STATUS QUO-

It was determined by the Study Group that the charter of the
Streamlining Study dictated a change to a structure which was
more effective, efficient and responsive to the IEW maintenance
requirements while maximizing resources than that which exists at
present. Option one was deemed unfeasible, non-functional and
prohibitively expensive.

Enclosure 8 to IEW Streamlining Study Group
IPR Minutes, 29-30 July 92



IEW STREAMLINING STUDY

GROUP OPTION 2

MACOM FOCUSED

GS- Management "Green Suit"

FRA- AMC Integrated at forward base
-- Move NDI under one roof
-- Move PM under one management

PROS CONS

-MACOM controls GS repair - GS manpower utilization
(does not meet DA goal)

-No tactical doctrine change
(complies with 750-1) - Separate command relat-

ionships for elements
-Less redundancy among support

structure - Potential inconsistencies
in operations between MACOMs

-Centralizes resources (ie;
contractor) - Not in line with long range

sustainment planning/objs
-Flexibility

-Maintains R and R through - Increased pass back
contractors potential

-Integration of military and - Emphasis on tactical training
civilian resources versus MOS training

-Qualitative cost avoidance - Contractor element is non-
deployable

-Step toward seamless logistics - Documentation required for GS
self sustainment



[EW STREAMLINING STUDY

GROUP OPTION 3

XRA
- AMC integrated at forward base

- Move NDI under one roof
- Eliminate PM/separate MACOM sustainment
- Incorporate GS Platoon

O CONS

-Better capture of demands - MACOM does not own sustainment
within system maintenance

-Single command and control of - Will require documentation
repair resources (tactical) change

-Better visibility for priorit- - Negative contractor element
ization deployment

-Standardize operations across - Priority subject (to some
MACOMS degree) to funds (will req-

uire MACOM input)
-Improve MOS training focus with

reduced external distractors

-Less redundancy among MACOM
support structures

-Streamlines user support focus

-Centralizes resources (ie;
contractor)

-Flexibility for materiel development
- Acquisition logistics cost

avoidance

-Maintains repair and return for
user (regional cost)

-Enhanced integration of military
/civilian resources.

-Qualitative cost avoidance

-Achieve DA goal of "seamless"
logistics

-Single deploying organization
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.S AMDEPARTMENT OF THE ARMY
U. S ARMY CECOM INTELLIGENCE MATERIEL MANAGEMENT CENTER

VINT HILL FARMS STATION 50
WARENTON. VIRGINIA

AIV101 22186-5077

SELIM-IEW (700)
2 1 SEP 19-2

MEMORANDUM FOR SEE DISTRIBUTION

SUBJECT: IEW Streamlining Study - MACOM IPR Minutes, 1 Sept 92

1. Draft minutes and enclosures are herein provided for subject
MACOM IPR. Recommended changes must be submitted in writing NLT
9 Oct 92. "No comment" will be considered concurrence and
minutes will be finalized accordingly.

2. POC is the undersigned, SELIM-IEW, DSN: 229-5248/5254.

3. CECOM Bottom Line: THE SOLDIER.

Encl DENNIS F. DUTTON
as Project Officer, IEW

Sustainment Study

DISTRIBUTION:

Commander, FORSCOM, ATTN: FCJ4-SM (Mr. Serrentino)
Commander, INSCOM, ATTN: IALOG-R (Mr. Damy)
Commander, USAICS, ATTN: ATSI-CDG (Mr. Lovely)
Commander, USASOC, ATTN: AOLO-P (Mr. Richardson)
PEO-IEW, ATTN: SFAE-IEW-SE (Mr. Hume)
Director, CIMMC, ATTN: SELIM-IEW (Mr. Riddle)

cf:
HQDA, DCSLOG, ATTN: DALO-SMC (Mr. Demchak)
HQDA, DCSINT, ATTN: DAMI-PII-I (MAJ Maguire)
HQDA, DCSOPS, ATTN: DAMO-FDI (MAJ Andrew)
HQ Army Materiel Command, ATTN: AMCLG-SI (Mr. Shelton)
Commander, CECOM, ATTN: AMSEL-LC
Commander, CECOM, ATTN: AMSEL-LC-LM-EN (Mr. Mabray)
Commander, CECOM, ATTN: AMSEL-LC-SM-S2 (Mr. Travisano)
Director, CIMMC, ATTN: SELIM-DIR
Director, CIMMC, ATTN: SELIM-T



SELIM-IEW

MEMORANDUM FOR RECORD

SUBJECT: IEW Streamlining - Minutes of MACOM IPR, 1 Sep 92

1. This memorandum furnishes subject minutes for information,
documentation, and necessary action.

2. The agenda and a copy of the attendee list are provided as
Enclosures 1 and 2, respectively.

3. Minutes herein reflect general administrative information,
detailed discussions, and current taskings.

4. General Administrative Information

a. The IPR was conducted at CIMMC, Vint Hill Farms
Station, VA, from 0800 to 1700, 1 Sep 92.

b. This IPR was conducted primarily in briefing or
discussion format to provide the study group principals and their
Irepresentatives with an update on the progress and direction of
the study.

c. Mr. Dutton provided copies of the draft 29-30 July IPR
minutes and the final 23-24 June IPR minutes, as well as,
Intelligence and Electronic Warfare (IEW) Streamlining Project,
Volume I: Sustainment Analysis Report (which supersedes the
Initial Analysis Report, dated July 17, 1992) and Volume II:
Directives and Related Study Documents, both dated September 1,
1992.

d. A MACOM Seniors IPR was announced for 13:30, 21 Sep 92,
at Vint Hill Farms Station. Mr. Dutton asked for input from the
study principals as to whether the IPR was needed, what issues
needed to be addressed, and who should attend.

e. A General Officer Review was announced for mid-October
(week of 12 Oct) hosted by Mr. Demchak (HQDA, DCSLOG). Mr.
Dutton solicited attendance information from the study
principals.

5. Detailed Discussion

a. Technology Assessment Presentation. Mr. DelVecchio of
the CECOM Signals Warfare Directorate, introduced a two-part
presentation of "Technology Perspective Issues of Sustainability
and Supportability." Mr. Roger Campbell presented the current
technology base and Mr. Bob Summer addressed future technology.
Current sustainment trends and future projections indicate
increasing electronics reliability. Furthermore, built-in-tests
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and diagnostics are expanding to include more components and
becoming more accurate. A copy of the presentation slides are
provided at Enclosure 3.

b. Final Study Report. Volumes I and II of the Final
Study report were distributed to the study principals. These
documents are still considered to be in draft form. Principals
should provide any comments and corrections to the study team at
CIMMC as soon as possible. Mr. Dutton requested that previous
versions of the draft report be destroyed.

c. SSF and ISM Demonstration. Mr. Serrentino reported
that the start of SLA's demonstration of the Single Stock Fund
and Integrated Sustainment Maintenance at Ft. Hood, TX, has
slipped to 1 April 93 and 1 July 93, respectively. The
demonstration will include all equipment at Ft. Hood.

d. Army NSLS Policy. Mr. Dutton read portions of the
draft Army Non-Standard Logistics Systems Policy Letter, which
was faxed to CIMMC for comment by SLA. The group discussed how
the policy would affect IEW sustainment. A copy of the draft
letter is provided as Enclosure 4.

e. IEW Sustainment Streamlining Final Report Briefing.
Mr. Dutton presented the current version of the final study
briefing for review and comments by the IPR attendees.
Discussions ensued, with corrections noted (where appropriate),
for later revision of the graphics.

(1) Mr. Schelenz asked if the concept had been
coordinated with SARDA. Mr. Dutton said he had not talked to
SARDA directly, but PEO-IEW has been an active participant in the
study.

(2) Mr. Demy commented the concept paper lacked the
rationale for selecting the proposed solution. In reference to
brief discussions of DS level issues, he also recommended a
follow-on effort to relook maintenance definitions and the
application of maintenance codes.

(3) Mr. Dutton asked that all MACOMs provide a position
as soon as possible, but not later than 14 September. Position
papers should identify "holes" (omissions, errors or weaknesses)
in the briefing package and concept paper. MACOMs should also
identify additional coordination and staffing requirements.
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6. Taskings.

NubrAction Item POC Susp~ense

12245-001 Provide input on MACCM MACOMs ASAP
Seniors IPR

12245-002 Provide attendance info on MACOMs 30 Sep 92
General Officer Review

12245-003 Provide corrections to MACOMs ASAP
Volumes I and II of Final
Study Report

12245-004 Provide position paper on MACOMs 14 Sep 92
concept for briefing

3
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[Insert SELIM-IZE Memorandum dated 20 AUG 1992, SUBJECT:
September IPR and IEW Sustainment Plan]

Enclosure 1 to IEW Streamlining Study
IPR Minutes, 1 September 1992
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VINT HIILL FARMS STATION
WARRENT. VIRGMIA-

NIPLy TO -

SELIM-IEW 2 0 AUG 320

MEMORANDUM FOR See Distribution

SUBJECT: September IPR and IEW Sustainment Concept Plan

1. The purpose of this memorandum is to provide informazion on
the next IPR and the formal IEW Sustainment Concept Plan.

2. As established during our last IPR, the next MACOM IPR will be
held 1 sept 92, 0800 - 1600 hours at Vint Hill Farms Station. The
agenda for this IPR follow:

*Welcome and Administrative Information
*Technology Assessment Presentation
*Final Study/Concept Briefing
*Discussion of concept Position Papers
*Release of Study Report and Related Products

3. The draft concept plan previously released and discussed
during the IPR has been revised and is provided at enclosure 1. I
apologize for the late release as we have reworked this document
many times to provide you with a proposed final document drafted at
the executive level of detail.

4. Please review the document provided and provide a formal
command/organization concept position paper at the Sept IPR for
inccrporation into the package prior to submittal to the next
level. If you have comments to the plan not dir--tly bearing on
your concept position please provide under separate cover.

5. Point of contact is the undersigned at DSN 229-5047.

6. CECOM Bottom Line: THE SOLDIER

Encl. RALPH D. RIDDLE
Chairman, IEW Sustainment

Study Group

DISTRIBUTION:
Commander, FORSCOM, ATTN: FCJ4-SMM (Mr. Serrentiho)
Commander, INSCOM, ATTN: IALOG-R (Mr. Demy)
Commander, USAICS, ATTN: ATSI-CDG (Mr. Lovely)
Commander, USASOC, ATTN: AOLO-MA (Mr. Smith)
PEO-IEW, ATTN: SFAE-IEW-SE (Mr. Hume)
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cf:
HQDA, DCSLOG, ATTN: DALO-SMC (Mr. Demchak)
HQDA, DCSINT, ATTN: DAMI-PII-I (MAJ Deweese, MAJ Maguire)
HQDA, DCSOPS, ATTN: DAMO-FDI (LTC Riggs, MAJ Andrews)
HQAMC, ATTN: AMCLG-SI (Mr. Shelton)
Commander, CECOM, ATTN: AMSEL-LC
Commander, CECOM, ATTN: AMSEL-LC-LM-EN (Mr. Mabray)
Commander, CECOM, ATTN: AMSEL-LC-SM-S2 (Mr. Travisano)
Director, SLA, ATTN: LOSA-SP (MAJ Hills)
Director, CIMMC, ATTN: SELIM-DIR
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iEW Sustainment Concept Plan

A. Letter, CG AMC to VCSA, 20 Aug 91, Subject: Improvement of
IEW Sustainment.

B. Letter, CG, INSCOM to HQDA, 28 Oct 91, Subject: Logistics
Study for IEW Equipment and NDI.

C. Letter, VCSA to Commander, AMC, 01 Nov 91, Subject: System-by-
System Review of Battlefield IEW Sustainment.

D. Vice Chief of Staff, Army Message 012000Z Nov 91, Subject:
Intelligence and Electronic Warfare Battlefield Sustainment Study.

E. PEO-IEW, Message 061200Z Apr 92, Subject: Preparation for the
New Family of IEW Systems.

F. Commander, AMC Message 221831Z Jul 92, Subject: Logistics
Power Projection.

To synopsize the activity of the Intelligence and Electric
Warfare (IEW) Streamlining Study since its inception, highlighting
significant findings and ending with a recommendation for future
IEW equipment sustainment Army wide.

OVERVIEW

The IEW Streamlining Study was chartered by the Vice
Chief of Staff of the Army to analyze the current IEW support
structure and make recommendations to improve the sustainment of
Army IEW equipment. A key implied task was to identify the
changes in doctrine and force structure needed to standardize
sustainment of all Army IEW systems into the next century.

BACKGROUND

In November 1991, the Army Vice Chief of Staff chartered a
study group under the direction of AMC (Army Materiel Command) to
analyze the battlefield sustainment of IEW systems. USACIMMC
(United States Army CECOM Intelligence Materiel Management Center)
was assigned as the AMC study lead with HQ AMC oversight. Study
principals were senior representatives from TRADOC, INSCOM,
FORSCOM, SOCOM (USASOC), and PEO-IEW. The Study received HQDA
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oversight from ODCSOPS, ODCSLOG, and CDCSINT. A synopsis of the
study charter is as follows:

Conduct a system-by-system review of
battlefield IEW for all echelons of
sustainment.

Letter VCSA 01 Nov 91

The objective of this analysis is to
determine how to integrate and streamline
battlefield sustainment of IEW operations
on a dynamic and austere airland battlefield,
with particular focus on support to k
advanced technology NDI prototype systems.

VCSA HQDA Message 01 Nov 91

Over an eight month period, the Study examined various
aspects of IEW equ )ment sustainment with specific focus on the
contrast between current IEW and Army standard doctrine. The
Study placed key emphasis on the analysis of current and emerging
Army logistics policies and concepts. It also looked at
acquisition procedures, technology, training drivers, support
needs of the USAR, and conducted a systems level analysis of
current and future IEW equipment.

The HQDA General Officer IPR on 28 April 92 confirmed the
Study's charter and verified that its direction was in line with
the initial VCSA charter.

The Study verified that IEW sustainment has evolved into a
series of non-integrated "stovepipe" support arrangements in both
peacetime and on the battlefield. This has resulted from a
history of intense commodity management through Intelligence and
PM (Project Manager) networks as opposed to logistics channels.
IEW units have developed heavy reliance on contracts set up in a
decentralized fashion by the MACOMS and PMs. This environment has
produced confusing lines of support with no visibility of
sustainment assets above the MACOM level. The resultant impact
has been fractional ownership of Army IEW sustainment policy and
the use of non-standard logistics support methods by IEW units.

The Study analyzed logistics policies and concepts pertaining
to IEW sustainment. These include the USAOC&S (US Army Ordnance
Center and School) draft vision document, and AMC's Logistics
Power Projection letter which includes the evolving logistics
concepts of Integrated Sustainment Maintenance (ISM), Single Stock
Fund (SSF), and Forward Repair Activity (FRA). OSC (Objective
Supply Capability), an automation system being developed by the
Combined Arms Support Command (CASCOM), was also analyzed with
regard to IEW sustainment.
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The Study validated "Stovepipe'6 support of individual
systems to be, indeed, a major hinderance to overall management of
the Army IEW sustainment system. PMs and separate MACOMs have
established unique contract maintenance support structures. This
type of non-standard, decentralized sustainment became extremely
difficult to manage when MACOMs deployed to an overseas theater of
operations such as Operation Desert Storm (ODS).

The Study determined doctrinal changes necessary to
allow the Army to harness the rapidly advancing technology of this
nation's industrial base. The Army intelligence community will
escalate the procurement of off-the-shelf NDI to keep up with
state-of-the-art technology and new threats reflective of the
changing world order. The Ar;ay's ability to maintain long term
system design stability will decrease with advancing technology
turnover rates and the increasing complexity of technology and
component packaging techniques. To keep abreast of these evolving
trends, the IEW logistics system must adjust support doctrine to
incorporate effective sustainment methods. Given the rate of
technology turnover, DOD logisticians will not be able to support
Green Suit repair by applying traditional policies and
requirements to system documentation and cataloging. Systems will
be obsolete by the time traditional sustainment packages are in
place. Under current acquisition focus, the Army will not be able
train soldier technicians and publish technical manuals fast
enough to keep up with the rate of technology turnover. This
drives the need for contract and DOD civilian maintenance to be
incorporated into Army EAC sustainment doctrine.

Support of high-tech IEW systems lends itself to the
two-tiered maintenance system identified by the USAOC&S and SLA as
the battlefield sustainment system of the future. The current
four-tiered system, with reliance on green-suit maintenance from
unit to GS level, is not favorable to the support of the emerging
generation of IEW systems. Under the two-tiered concept, IEW
equipment would be evacuated from the "field" level of repair
directly to the "sustainment level" which would be an EAC repair
activity under the command and control of AMC. MSTs (Mobile
Support Team) from the EAC repair activity could also be sent
forward to perform "sustainment" level repairs at the unit
location. This would improve the current system, where Corns have
their own GS IEW maintenance activities, through centralized IEW
maintenance management at the EAC level. It also provides an
advantageous environment for the integration of skilled civilian
maintainers (DOD and Contract) with soldier technicians. Such an
activity would differ from an SRA as proscribed in AR 750-1 in
that it would be a permanent activity to provide blanket support
for IEW systems. It would be neither subject to MACOM requested
SRA requirements nor restricted to the support of specific
requested stock numbered line items.
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The IEW Sustainment Study findings favor the establishment of
intermediate repair activities at the EAC level on a permanent
basis. These activities, under the command and control of AMC,
will meet the Army's 7EW sustainment needs in both peacetime and
war. This structure will establish a centralized focal point f:r
the integration of IEW maintenance through the combination of
Green Suit, DOD civilian, and contract maintenance under a single
management framework. This type of repair activity will
facilitate the streamlining of IEW supply and maintenance efforts.

THE 1EW SUSTAINMENT CONCEPT

The objective concept establishes AMC, USACIMMC as the Army
Executive Agent for 1EW logistics sustainment. This would
designate clear single point responsibility within the Army for
IEW Logistics Sustainment.

All sustainment contracts and DA civilians will be
centralized under the control of AMC. This includes resources
supporting developmental, NDI, and CLS systems independent of the
level of acquisition management. In addition, centralized support
extends to systems fielded for field prototyping analysis. This
effects centralized control, at each echelon, of civilian
resources including contractor logistics support at the direct
support and unit levels.

To leverage emerging logistics processes and provide for
increased asset visibility and redistribution (OSC/TAV), all ASL
spares will be accountable by the supporting SSA. Due to the low
density and sporadic demand of these high value assets, IEW spares
will require designation for mandatory stockage on the ASL. ASL
spares with high failure rates will be maintained at a forward
storage location at the MI battalion. SSA accountability will
provide asset visibility, capture demand data and budget
information, and will insure that all transactions occur within
the stock fund process.

Regional support would be provided tor IEW equipment
distributed throughout the Corps area. The MI GS maintenance
detachments, currently assigned to EAC, would be fully integrated
with the existing contractor support base collocated with each
detachment under the single command and control of AMC. This
structure would be expanded to incorporate the aforementioned
consolidation of civilian support e-ements to provide regional
support with a Corps focus. The regional facility would provide
side-by-side soldier and contractor support for IEW systems.
Units with support requirements beyond the ability of the regional
facilities would be provided dedicated support for their units.

Dedicated civilian based support as necessary, would be
provided to IEW aviation units, MI brigades, unique equipment
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within the Corps/Theater staff, and unit level equipment under
contractor logistics support (CLS). The support would remain
under single AMC command and control with adherence to the
standard support system as near as possible. This would include
the use of standard automation, supply support documentation, and
stock funding requirements.

Both the regional and dedicated support would rely on an
expanded distribution system fine tuned for support to low density
systems. Heavy reliance on state of the art transportation
tracking and control technologies will be incorporated to provide
heightened visibility for low density, high dollar value spares.

This concept follows closely with evolving doctrine in both
SLA and CASCOM under the Integrated Sustainment Maintenance (ISM)
concept. Under ISM, sustainment managers will be established at
installation, regional, and national levels. Given this
infrastructure, the AMC support cells providing dedicated unit
level support would be responsive to the installation sustainment
manager. The integrated regional EAC support cell would be
responsive to the host installation sustainment manager for
installation unit requirements and the regional sustainment
manager for area based support requirements. At the national
level, the Executive Agent for IEW Logistics Sustainment would be
directly responsive to the national level sustainment manager for
routine and contingency support requirements.

Under contingency operations, deployed sustainment
maintenance will be provided by a task organized portion of
national and regional cells integrated into the Logistics Support
Group structure.

METHODOLOGY

The IEW Sustainment Study Group continues their efforts to
refine the overall streamlining concept. To insure full
documentation and implementation of the coordinated and approved
concept, USACIMMC will continue to lead the IEW Sustainment
effort. The study team will integrate the approved concept into
the overall Army logistics strategy by providing documentation and
recommendations to Army activities for input to doctrinal
regulations and field manuals. The team will ensure alignment of
the concept with developing logistics doctrine from SLA, CAC,
CASCOM, and the Ordnance Center.

Sustainment for current systems is funded through many
different avenues, including PMs, user MACOMs, and AMC. During
the implementation phase, intensive efforts will focus on the
funding issues inherent in the current "stovepipe" structure to
establish clear funding responsibilities and establishment of
budget requirements.



RESPONSIBILITIES

In continuance with current direction, HQ ODCSLOG will
continue to provide oversight of the IEW Streamlining effort. The
USACI1MMC will continue leading the study group in its effort to
implement future sustainment for the IEW battlefield. The study
group, as appropriate, will continue to include representatives
from TRADOC, INSCOM, FORSCOM, SOCOM, and PEO-IEW. Participants
will be responsible for staffing and approval of the
implementation actions within their MACOM. Coordination,
cooperation, and the needs of the Army are key to the rapid and
successful implementation of the study group recommendations. The
intent is to establish a streamlined, responsive, integrated
support structure for key, advanced technology IEW systems as
rapidly as possible, but in synchronization with other ongoing
logistics efforts. Decisions relating to concepts, taskings,
priority shifts, and problem resolution will be addressed through
existing command channels.

TASKS AND GUIDANCE

The IEW Streamlining Study Team will take action to achieve
the tasks indicated below. Inherent and impacting actions will be
identified which must be achieved to complete the implementation
of the approved Study Group concept. The Study members will
identify inherent actions by their MACOM for concurrent
implementation and action.

1. Create a financial control work group to establish a special
MDEP to capture all concept related resource requirements, and
tracking of execution for compilation of detailed cost analysis.
The group will manage realignment of budgeted resources and
establishment of IEW systems as part of the HQ DA Training
Resource Model (TRM) for MACOM funding allocations.

2. Develop a comprehensive concept implementation plan to include
test demonstration procedures with evaluation criteria.

3. Delineate all IEW sustainment contract and civilian support
mechanisms and establish a time phased plan for transition within
AMC.

4. Document the integrated AMC IEW repair activity to delineate
core civilian and military personnel and equipment requirements.

5. Develop a training plan at the institutional level that
accommodates technology driven training requirements.

6. Conduct detailed analysis of all IEW non-standard systems for
inclusion into the Army stock fund process or exemption request as
outlined by the Strategic Logistic Agency.
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TIMELINE/MILESTONES

A detailed action plan and implementation plan will be
developed upon approval of the concept; in broad terms, the
following events are delineated. A time phased transition plan to
integrate all civilian support requirements under the single
control of AMC will be established by end of 2nd QTR FY 93. The
integration of military and civilian resources under single
command and control and dedicated civilian augmentation to
specific unit requirements will both be tested prior to full scale
implementation. Regional support tests will be accomplished at
both Ft. Hood during the SLA ISM test and in Korea. AMC
augmentation at unit level will be tested at the 204th MI,
Augsburg Germany, and 201st MI, Vint Hill Farms Station, in
support of one of a kind systems. Once concept approval is
obtained the implementation of a six month test should begin
during the 2nd QTR FY 93 timeframe. The six month interval will
allow for data collection and analysis over the test period and
finalization of results and conclusions during 4th QTR FY 93.
Approval for full implementation across the total Army of the
concept could then be made in September 1993.

The total integration of IEW sustainment under AMC will
provide the Army with a clear single point sustainment ownership
for responsive support to the combat commander. This concept
retains an environment for intensive management of low density,
high dollar, highly complex assets with integration of IEW
sustainment into the emerging mainstream Army logistics support
methodology.
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IEW STREAMLINING STUDY GROUP LN-PROCESS REVIEW

List of Attendees

September 1, 1992

Attendee Office Telephone Number

Mr. Ralph Riddle . . CIMMC, SELIM-IEW . DSN 229-5047
Mr. Dennis Dutton . ... CIMMC, SELIM-IEW . . DSN 229-5248
Mr. Glenn Taillie . ... CIMMC, SELIM-IEW . . . DSN 229-6122
CPT John Loomis ....... .. CIMMC, SELIM-IEW . . . DSN 229-5253
Mr. David Nicholas . BDM International 804-596-6843
Mr. Robert Klebo . ... BDM International . 804-596-6843
Mr. David Condit . . . BDM International DSN 229-5262
Mr. Bill Shelton . ... HQ AMC, AMCLG-SI . . DSN 284-9311
Mr. William Mabray . . . CECOM, Ft Monmouth . . DSN 992-2343
Mr. Roger Campbell . CECOM, CSWD. . . ... DSN 229-7517
Mr. E. Duane Mitchell . CECOM, CSWD .. ..... DSN 229-7232
Mr. Joseph M. DelVecchio CECOM, CSWD ... .... DSN 229-7204
Mr. Robert Summer . ... CECOM, CSWD ... .... DSN 229-7096
Mr. Pete Hume ........ .. PEO-IEW .. ....... DSN 229-5934
Mr. Al Lindley ..... .. PEO-IEW, PM-SW . ... DSN 229-6828
Mr. Tom "Kit" Carson . . FORSCOM, J2-AS . . . DSN 797-3173
Mr. Dick Serrentino . . . FORSCOM, J4-SM . . . DSN 367-7284
MAJ Tom Maguire ....... .. HQDA, ODCSINT . . . DSN 227-4714
Mr. Helmut Schelenz . . HQDA, ODCSLOG . . DSN 225-3280
Mr. James Brown ....... .. ManTech (DAMI-PIM) . . 703-756-2345
Mr. Robert Demy ...... .. INSCOM ......... ... DSN 229-5047
Mr. Jack B. Shepherd . . INSCOM, MSA-V . ... DSN 229-3838
Mr. John McMahon . ... INSCOM, MSA-V . ... DSN 229-5840
MAJ John Reith . . ..... TRADOC, CASCOM . ... DSN 687-2064
Mr. Don Wilson ..... .. TRADOC, OMMCS . . . DSN 746-8816
Mr. Robert St.James . . TRADOC, USAISD . . . DSN 256-2508
Mr. Robert Lovely . ... TRADOC, USAIC&FH . . DSN 821-5579
MAJ Greg Schumacher . . USASOC, DCSINT . . DSN 239-3446
Mr. Elmer Smith ....... .. USASOC, DCSLOG . . DSN 239-3411

Enclosure 2 to JEW Streamlining Study
IPR Minutes, 1 September 1992
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[Insert DALO-ZA Memorandum, undated, SUBJECT: Army Non-Standard
Logistics Systems (NSLS) Policy]
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DALO- ZA

MEMORANDUM FOR SEE DISTRIBUTION

sUBJECT: Army Non-Standard Logistics Systems (NSLS) Policy

1. This memorandum states Army policy implementing DMRD 904,
Stock Funding of Depot-Level Reparables (SFDLR), for Non-Standard
Logistics Systems (NSLS).

2. DE71NITION. NSLS are defined as systems in which reparable
components are not requisitioned, issued or turned-in through the
standard supply systems; or systems in which reparable components
are maintained through Contractor Logistics Support (CLS) repair-
and-return (or repair-and-replace) programs that do not furnish
documentation on issues/turn-ins to the NICP.

3. BACKGROUND. This policy focuses on funding logistics support
for current systems. While interim solutions must work within
the context of systems currently fielded, policy must shape the
materiel development process for future systems.

4. SFDLR STANDARD LOGISTICS SYSTEM POLICY. Army policy is that
the user pays for repairs to fielded systems. The policy applies
to all national contracts, whether PM-managed or NrCP-managed.
whenever possible, Army systems that require contractor logistics
support (CLS) will mirror the issue/turn-in documentation of the
standard supply systems. For CLS repair-and-return programs for
DLRs, Army policy is to charge the user a standard repair price.
(For MACOM-managed CLS programs, these procedures are optional.)

5. STANDARD REPAIR PRICE (REPAIR-AND-RETURN). For repair-and-
return programs, the standard repair price will consist of the
average repair cost for an NSN or family of NSNs, and a surcharge
(contract-related logistics operations, transportation, price
stabilization rate, and washout rate). The surcharge for the
standard repair price will not include all standard surcharge
elements. The catalog price for such items will be the repair
price. Systems will code purchases without returns (instead of
the typical repair-and-return) and bill the NSN's standard price.

6. FUNDING NSLS--INTERIM PROCEDURE. Training Resource Model
(TRM) estimates user funding requirements, from demand data for
cost-drivers on key systems. HQDA can input data on NSLS as a
separate line item, but requires defensible cost information.
Data at Encl 1 (for cost-driver ,JSNs only) is required to support
input to TRM for MACOM funding. Interim procedure will be used'
in FY93, with funding adjustments as MACOMs develop defensible
costs. Such input to TRM will be used in the FY94 budget cycle.



7. SYSTEMS CEMAGES.

a. Systems changes must include a capability to distinguish
between standard DLR issues and returns (with standard price or
credit data to financial systems), and OLR issues and returns
incident to repair-and-return (where standard repair cost will be
billed), i.e., to charge more than one price for the same NSN.
Wholesale system must also include bot.h prices in the AMDF.

b. CASCOM will determine required systems changes to retail
supply systems. AMC will develop and implement systems changes
to wholesale supply and financial systems. DFAS-IN will develop
and implement systems changes to financial systems. Each will
provide assessment of systems change impact and implementation
plans to Cdr, LEA, NLT __ Nov 92.

c. Some changes may be impractical before implementating the
Single Stock Fund (SSF), currently projected for FY95. Cdr, LEA
will review plans for retail, wholesale, and financial systems
changes, and determine the feasibility of making these changes
before SSF implementation.

8. ZXCEPTIONS TO POLICY. Bringing some items or systems into
the standard supply system may not be feasible or cost-effective.

a. Request for Exemption. In such cases, MACOMs or system
users may request exemption to the SFDLR Standard System Policy
providing data shown at Encl 1. This data is needed to support
both an exemption to policy, and interim MACOM funding for
systems not yet standardized.

b. Review Process. Requests for exemption to this standazd
system policy will be sent to HQDA, ATTN: DALO-SMP. A working
group--comprising the system PM, MACOM of primary interest (for
single-user systems), SARDA, ODCSOPS, and ODCSLOG--will conduct
initial review and write recommendations for final approval at
general officer level by SARDA, DCSOPS, and DCSLOG, with DISC4
(for electronic equipment).

c. An alternative to stock-funding of repair costs and
charging the user is a national (NICP-mranaged) contract in which
the user issues job orders against the contract, directly citing
the user's funds. This alternative should be considered in the
review process, especially for low-density, low-turnover systems.

9. EFFECTIVE DATE. This policy is effective 1 October 1992.

LEON E. SALOMON
Lieutenant General, GS
Deputy Chief of Staff

for Logistics
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SELIM-IEW

MEMORANDUM FOR RECORD

SUBJECT: IEW Streamlining - Minutes of MACOM Seniors Prebrief
(21 Sep 92)

1. This memorandum furnishes subject minutes for information,
documentation, and necessary action.

2. A copy of the attendee list is at Enclosure 1.

3. Minutes herein reflect general administrative information,
detailed discussions, and current taskings.

4. General Administrative Information

a. The MACOM Seniors Prebrief was ronducted at CIMMC, Vint
Hill Farms Station, VA, from 1330 to 1730, 21 Sep 92.

b. This prebrief was conducted to provide senior command
and staff personnel of the participating organizations the
following:

(1) an opportunity to hear and discuss the current version
of the final study briefing

(2) an opportunity to discuss MACOM position papers and
resolve outstanding issues

c. Mr. Dutton provided copies of the draft 1 Sep IPR
minutes.

d. A DA action officer level IPR was announced for 23 Sep.
Study team personnel from CIMMC and BDM will attend.

e. After administrative announcements, attendees provided
self-introductions.

5. Detailed Discussion

a. Training Resource Model (TRM). The TRM does not
contain information on a sufficient number of IEW systems to be
useful in calculating the training resources needed for MI units.
The common practice within MI units of bypassing the standard
supply system has resulted in the absence of demand data with
which to calculate resource requirements. CIMMC will work with
the appropriate HQDA office in improving the data in the TRM.

b. IEW Sustainment Streamlining Final Report Briefing.
Mr. Dutton presented the current version of the final study
briefing for review and comments by the attendees. Copies of the
briefing graphics are provided at Enclosure 2.



SELIM-IEW
SUBJECT: IEW Streamlining - Minutes of MACOM Seniors Prebrief
(21 Sep 92)

c. TRADOC Position. TRADOC's representatives indicated
their comments were developed prior to a full review of the
Sustainment Analysis Report, dated 1 Sep 92. COL Pheneger stated
that TRADOC supported the consolidation of contractors and
improvements in the management of IEW spares; the TRADOC
nonconcurrence with the initial study group concept document was
based on the following points:

(1) The study must indicate that MI units need more
"fix forward" capability; the Maintenance Allocation Charts (MAC)
should be evaluated for movement of repair tasks to lower levels.
(Attendees agreed in principle with the caveat that repairs
should be performed as far forward as is practical or cost
effective. MACs for new systems should be reviewed, but it would
probably not prove cost effective to conduct a thorough analysis
of existing MACs.)

(2) The concept should cover the role of direct
support (DS) to include the handoff or interface between DS and
the "X"RA. (The consensus of the attendees was that the MI unit
should be authorized to repair as much as was practical and not
be limited by traditional definitions of maintenance levels.)

(3) A rigorous cost benefit analysis should be
conducted before final approval of the recommendations.

(4) The concept needs to address support of a CONUS-
based deployable force during peacetime as well as wartime.

(5) The concept must explain the two-tiered
maintenance structure in more detail and differentiate between
sustainment maintenance (echelons above DS) and MI unit
maintenance (organizational and DS levels).

(6) In order to maintain an adequate early deployment
capability, the concept must not lead to a reduction of the level
of soldier maintenance (i.e., the numbers of soldiers performing
IEW maintenance relative to the overall size of the Army). The
concept should support improvements in the level of soldier
repair skills.

d. INSCON Position. INSCOM feels that all IEW item
management should be consolidated at CIMMC and opposes anything
that will reduce the materiel readiness of INSCOM assets. In
addition, INSCOM feels the study must adequately address the
following:

2



SELIM-IEW
SUBJECT: IEW Streamlining - Minutes of MACOM Seniors Prebrief
(21 Sep 92)

(1) What will be the cost of implementation?
Regarding Stock Funding of Depot Level Reparables (SFDLR),
customers should be billed a repair cost (with an administrative
overhead figure) when they have turned in a reparable item.

(2) The concept should explicitly state that it only
applies to tactical MI systems (P2-funded programs); however, the
MACOMs should have the option to use the standard support
structure where feasible.

(3) Since the concept currently recommends that DA
DCSLOG should approve any exceptions to the approved structure,
INSCOM would like to know the process by which DCSLOG will handle
requests for exception.

c. PEO-IEW. PEO-IEW concurs and adds the following
comments:

(1) The study should recommend formation of budget or
funding working groups to determine how best to provide resources
for the new sustainment system.

(2) The study group should coordinate with the CECOM
Software Engineering (CSE) Directorate and incorporate software
support in the sustainment concept.

(3) All materiel acquisition activities should be
provided the same flexibility regarding acquisition, fielding,
and sustainment regulations.

d. USSOCOM. As represented by USASOC, SOCOM feels that
SOF-peculiar (MFP 11) items should be outside the scope of the
Streamlining Study; however, SOCOM would like to be able to
obtain sustainment through standard channels when advantageous or
cost effective. In other words,--

(1) USASOC supports the recommended IEW sustainment
concept for type classified IEW systems.

(2) USASOC will select support for SOF-peculiar items
based upon most cost-effective and most responsive criteria.

e. FORSCOX. FORSCOM concurs pending the outcome of
proof-of-principle demonstrations.

3



SELIM-IEW
SUBJECT: IEW Streamlining - Minutes of MACOM Seniors Prebrief
(21 Sep 92)

f. General Comments

(1) The MACOMs want to be actively involved in the
proof-of-principle demonstrations.

(2) The new sustainment system must provide flexible
support, especially as open architecture systems change rapidly.

(3) Key to the credibility of the study is the unity

of MACOM participants in supporting the overall recommendations.

6. Current Taskings

NumberAi2ntm En

12245-002 Provide attendance info on MACOMs 30 Sep 92
General Officer Review

12245-003 Provide corrections to MACOMs ASAP
Volumes I and II of Final
Study Report

4



IEW STREAMLINING STUDY

MACOM SENIORS PREBRIEF

List of Attendees

September 21, 1992

Attendee Office Telephone Number

Mr. Larry D. Scheuble . Director, CIMMC . . . DSN 229-5011
Mr. Ralph Riddle . ... CIMMC, SELIM-IEW . . . DSN 229-5047
Mr. Dennis Dutton . . CIMMC, SELIM-IEW . . . DSN 229-5248
Mr. Glenn Taillie . ... CIMMC, SELIM-IEW . . . DSN 229-6122
CPT John Loomis ....... .. CIMMC, SELIM-IEW . . . DSN 229-5253
Mr. Rex Monroe ....... .. CIMMC, TSD ......... .. DSN 229-5082
Mr. Bela Csendes . . . . CIMMC, GSD . . . . .. DSN 229-6457
Mr. Leon Davis . . . . . CIMMC ... ....... . .DSN 229-6280
Mr. Harry Wiggins . . . . PEO-IEW . . . . . .. DSN 229-5179
Mr. Pete Hume. . . . . . PEO-IEW ... ....... .. DSN 229-5934
Mr. Al Lindley . . . . . PM-SW . . . . . . .DSN 229-6828
Mr. Richard Serrentino . FORSCOM, J4-SM . . . . DSN 367-7284
Ms. Karen Owens . . . . . FORSCOM, J2 . . . .. DSN 367-6543
Mr. Ron Altman ..... INSCOM ........ DSN 229-1632
Mr. Robert Demy . . . . . INSCOM . . . . . . .. DSN 229-1746
COL Michael Pheneger . . TRADOC, USAISD . . . . DSN 256-2806
Mr. Robert St. James . . TRADOC, USAISD . . . . DSN 256-2508
Mr. Robert Lovely . . . . TRADOC, USAIC&FH . . . DSN 821-5579
Mr. Patrick J. Monahan . USASOC, DCSLOG . . . . DSN 239-4662
Mr. Elmer Smith . . . . . USASOC, DCSLOG . . . . DSN 239-3411
MAJ Greg Schumacher . . . USASOC, DCSINT . . . . DSN 239-3446
Mr. Bill Shelton . . . . HQ AMC, AMCLG-SA . . . DSN 284-9311
Mr. David Nicholas . . . BDM International . . 804-596-6843
Mr. Robert Klebo . . . . BDM International . . 804-596-6843
Mr. Walt Mokey ....... .. BDM International . . 804-596-6843
Mr. David Condit . . . . BDM International . . DSN 229-5262

Enclosure 1 to IEW Streamlining Study
MACOM Seniors Prebrief Minutes, 21 September 1992



Final Report Briefing Slides

Enclosure 2 to IEW Streamlining Study
MACOM Seniors Prebrief Minutes, 21 September 1992



INTELLIGENCE AND ELECTRONIC WARFARE
SUSTAINMENT STREAMLINING STUDY

LEFT FINAL REPORT
SLIDE

'000

21 SEPTEMBER 1992

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

OUTLINE

RIGHT •*PURPOSE

SLIDE •*TASKING REVIEW

* DISCUSSION OF FINDINGS

* OPTIONS CONSIDERED

• RECOMMENDATION/POSITIONS

* SUMMARY



PURPOSE OF BRIEF

LEFT
S LICE TO PRE-BRIEF THE STUDY RESULTS WITH RECOMMENDED

CONCEPT AND COMMAND POSITIONS PRIOR TO A HODA

GENERAL OFFICER LEVEL PRESENTATION.

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

OUTLINE

RIGHT *PURPOSE

SLIDE - -TASKING REVIEW

* DISCUSSION OF FINDINGS

a OPTIONS CONSIDERED

o RECOMMENDATION/POSITIONS

* SUMMARY



STUDY DRIVERS

LEFT OPERATION DESERT SHIELD AND DESERT STORM SUSTAINMENT

SLIDE 'UTILIZATION OF:

*a NON-DEVELOPMENTAL SYSTEMS
�TRAINING AND EXPERIMENTAL SYSTEMS
-STANDARD ARMY SYSTEMS

-SUPPORT EXECUTED BY MULTIPLE ARMY ORGANIZATIONS

REDUCTION OF DUPLICATIVE EFFORTS ASSOCIATED WITH:

"MULTIPLE SUPPORT CONTRACTS
*CONTRACTOR AND GOV'T MANAGEMENT OVERHEAD
",FACILITIES tON-SITE AND OFF-SITEI

INSTITUTIONALIZE RESPONSIVE DOCTRINE

GENERALS TUTTLE AND SCANLON

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

PROBLEM STATEMENT
THE OBJECTIVE'OF THIS ANALYSIS; IS-TO: DETERMINE -.H..WiO:

RIGHT TO AND BATTLEFIELD SUSTAINMENT:

S LD EOF I EW OPERATIONS ON. A. DYNAMIC*:AND AUSTERESLIDE ~~AIRL AND. BATTLEFIELD,* WITH PARTICULAR FOCUS ON SUPPORT$

'To. TECIHNOLOGY

"... APPROVED AN IN-DEPTH ANALYSIS OF IEW BATTLEFIELD

SUSTAINMENT WITH SPECIFIC FOCUS ON THE

THAT DEVELOPED IN SUPPORT OF DSS."
VCSA HODA MESSAGE DTG 012000Z NOV 91

".CONDUCT A REVIEW OF BATTLEFIELD IEW

FOR ALL ECHELONS OF SUSTAINMENT."
LETTER VCSA 01 NOV 1991



STUDY PARTICIPATION
INITIAL CURRENT

LEFT~ I OOSOM- OERSIHT EADOOCSOS

SLD OOCSWOG OOGSLOG OVERSIGHT LEAD

HOAMC OVERSIGHT HOAUC' OVES1GHT
CIUUPC STUDY LEAD CIMUC -STUDY L.EAD

FCJ2 -LEAD RO 0 FCJ2
FCJ4...FC.J4 LEAD

INTEL CTR 4 SClHINELIEC INTEL CTR A SCSI LEAD

iCI ~ ~ ~ Om aQ~1CSDU SCSI

OOCSLOG

OOCSLOG

-'4

LOGISTICS LO .GI'STIGS

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

RECOMMENDATIONS

- Establish Single Point Sustainment Ownership-

LIGH ROLE *Consolidate Alt Contract- Support-Under AMC "'ontroI

S DE TTEMENT 'Recognize Non-Regulatory Restrictive Civillam GS: Mission

'Fully Integrate. GS. SoldierICivillan-Resources

-DA DCSLOG Approve Exceptions

STUDY
SURFACED I~n'C i idr. Fol ov~in 63-0



OUTLINE

LEFT *PURPOSE

SLIDE • TASKING REVIEW

" DISCUSSION OF FINDINGS

" OPTIONS CONSIDERED

° RECOMMENDATION/POSITIONS

" SUMMARY

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

RIGHT
SLIDE



INTELLIGENCE SUSTAINMENT STRUCTURE

LEFT
SLIDE I

I -

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

EQUIPMENT STUDY SET
SELECTION CRITERIA

RIGHT A SAMPLE OF CURRENT AND FUTURE IEW SYSTEMS

SLIDE WHICH REPRESENTS:

- EAC AND ECB SYSTEMS

- DEVELOPMENTAL/NON-DEVELOPMENTAL SYSTEMS

- ARMY STANDARD/NON-STANDARD

- PEO/MACOM ACQUIRED SYSTEMS

- LOW DENSITY (VOLUME)



TRAILBLAZER SUPPORT
(AN/TSQ-1 38)

LEFT
PREoOOS 0DS CURRENT

SLIDE uTIOS L,-J
C"Gu dO I C-AN [LV

SSaA

LIW
OWrT

IEW SUSTAINMENT STREAMLINING STUDY
MACCM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

TRAILBLAZER SUSTAINMVENT
(AN/TSQ-1 38)

RIGHT Sustainment Information

-Maindmnanc. Concept: -Supply Concept:

SLIDE ORG/DS/OS/O~pot UNIQUE: UNIT/DEPOT

Unit Level: 33T Unit Loewd: No Stockage

Convect Mgr: NIA

Cost Per Year: NIA

OS Leved: 33T DS Lava: Pt4JShop Stock

Contrect MgN: N/A Spo*A LRNGs

Cost Per YewS: N/A

GS Level: Contrector I MenTech) GS Level: ASL/Shop Stock

Convect Mgr: uSACIMMC Spare LRUt for OX

Cost Pn a Year: FY93--I96K RepaConoact: r

Depot Level: NAC-SAAO NICP: 846 IUSAClMMC)

Contract Mgt: USACIMMC ov't Menpower: P1O Om.njat I MY

Cost Per Year: N/A Convacter Ma@wmv P/0 Onibus 52
Man-Yems

0#40"ACnlr trIaneh G oe: S/ho tc



FT. STEWART SUPPORT FLOW

LEFT
ANIPRO.1 I

SLIDE ANIIGRG-2
A- m:':ý5: 4- ANiTRQ-32

C 0 ANITLQ-17A

ANIALO- 16

(UNIT-OS MAWIN

SUmPPL 7IE GEGS ON.SITg.-: ANITSO.130
ONLY) goe

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

Ft. BRAGG SUPPORT FLOWm LABS2 UYK.71A
DESOOM ~itATILUTE

RIGHT 
COMPONE 27

GTO~E RO.27 VOOMMANIX&ISLIDE

Nr (A00 N?

0UYK.71A TSCI-164

6 MA-0 M

ME OR-27JO',

0s 0 MLAIN3 ACTION37

- -'MAGNAVOX.

C..-.. C...



LEFT THEATER
SLIDE

LEVEL

HDW/REQ

FLOW

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

USAREUR IEW SUSTAINMENT

RIGHT
SLIDE 10S ,=..= LOAD

S•" i :" O.L OR AINLI

t " •ERF I[J0
3

IK) c. M*8931X

S• • ,,/ GSC-K
"• ,• ""0,1 ". i

•~ UFA FUI ~qAE

SSA Urs.

D(ISCOM) CMMC

3-DAY TIME LINE -

FGOFLOW

ERF - EUROPEAN REDIST. FACILITY IDIVISION UNITS): NOW FLOW

2 FACILITIES DESCOM OPERATES
GSC • GENERAL. SUPPORT CENTER ICORPS UNITS): 21st TEAM OPERATED
NOW FLOW FROM DIV SSA TO GSC-P APPROX. 36.76 DAYS



FRACTURED SUSTAINMENT

LEFT
SLIDE

Z0

THEATER IEAC CORPS DIVSION

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

DSS ISSUES

RIGHT ,Rea uisitiorVRetrograde Supply Problems \ ARMY WIDE

S LID0E * Civilians Forward of Corps Rear

, DeolOyrnenT of Multiple Support Organizations

* IEW Sustainment Plan T heater Developed

a Carntrol/Accountabilfty of Contractors and DACs

, Compartmenied System Sustainment

* Confuseo Ownership of MI GS Detacnments



FACTS

LEF7 Stock Fundina

SLIDE .,IEW Support Has Multiple Funding Schemes

*DA Training Resource Model Inadequate for IEW

* User Demands Cost Based Repair

Force Structure

"*RC No GS Supported Same as AC

°HEMCO/LEMCO Merge to Create ORD (Maint) Co (GS)

*TAA99 Reduces GS to 2 COMSEC/IEW PLTs

OFORSCOM Scrub GS CO-Proposes 3 FORSCOM PLTs

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

FACTS

RIGHT Acouisition/Technolo.v

SLIDE 'Technology Insertion Key > OEM Skills Available

"Increased Field Prototyping

,NDI Utilization Will Grow

*HDW/SW Interdependance Drives Integrated Repair Skills

*High Dollar/High Tech/Low Density Drives:

Source of Repair

"User Demand for Cost Based Repair

oBOIP Not Responsive to STD,'NDI Needs



ISM SSF OSC INTEGRATION

LEFT
SLIDE S.NGLE

-- " . OMA TRANSACTIONS'

IEW SUSTAINMENT STREAMLINING STUDY

MACOM SENIORS PRE-BRIEF
21 SEPTEMBER 1992

EVOLVING LOGISTICS CONCEPTS
•AMC Owns & Executes All Sustainment Above DS

GS Level at Installation DOLsRIGHT •S Regional Activities

SLIDEOepoot Level ActivitiesSLIDE • Esta[3ishes National, Regional, and Instal~ation Sust. Mgr.

Single Stock Fund
•*AMC Manages Stock Fund
* Eliminates Retail and Wholesale Stock Funds
•Effects Echelons Above Direct Support

Objective Supply Capability
•*Asset Visibility Down to Division Stock Accounts
•Cross Levels Stock Across Retail Accounts

Readiness Based Maintenance
D rives Maint. & "Push" Supply Priorities

System Readiness
Ch~ange in OP Tempo
ExerciselDeployment Requirements



ASSUMPTIONS

LEFT * FORSCOM GS COMSEC/IEW/ATE PLT Proposal Accepted

SLIDE ' Emerging Army Logistics Concepts Mature

--Single Stock Fund

*•!ntegrated Sustainment

"--Logistics Support Group

"**Objective Supply Capability/Total Asset Visibility

"-Readiness Based Maintenance

0 Civilians Can Work Fwd Corps Rear Boundary

e Civilian Use Not Constrained by AR 750-1 (SRA)

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

OUTLINE

RIGHT -PURPOSE

SLIDE * TASKING REVIEW

% DISCUSSION OF FINDINGS

=I1ý* OPTIONS CONSIDERED

* RECOMMENDATION/POSITIONS

* SUMMARY



ALTERNATIVES

LEFT •zo L •e"•
SLIDE CU;R

SEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

PROBLEM STATEMENT

THii!,i••rE OBJ lECTV OF• THS ANALY•SIS IS TO- D ETEMINE .HOW~i

RIGHT TO" AND B•'A•rEFIELD iSUSTAINEN

SLIEO JE O:PERATIO Ns O N .ADOY N:AM IC .AND AUSTER E:" .:::::i::!........~i
SLIDE !~~IRLANO BATTLEFIELD, D.WITiHPA RTIcu LAR R.F.OCU S O N~ S UPPO..

,.:!:TO:~i TE•":••~::':.... .. •I C . . . . ... H "!:: :''NOLOGY: . .• •:::.i•:

"- ... APPROVED AN IN-DEPTH ANALYSIS OF IEW BATTLEFIELD

SUSTAINMENT WITH SPECIFIC FOCUS ON THE

THAT DEVELOPED IN SUPPORT OF DSS."

VCSA HODA MESSAGE DTG 012000Z NOV 91

" ..CONDUCT A REVIEW OF BATTLEFIELD IEW

FOR ALL ECHELONS OF SUSTAINMENT."
LETTER VCSA 01 NOV 1991



F ALTERNATIVES
OPTION 1

~ STATUS QUO
LEFT 0 ol

SLIDE si 4

C DAC

SOEMo OEMs
Generic Generic
Cant's Cant's

DEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992
ALTERNATIVES

OPTION 2

P ....- - -
R USER MACOM &

RIGHT 0 AMC OWNERSHIP

SLIDE

OE@ CV LAN CNTR

C .powsnIaLwlwqniut.i hi- O-permtijons
C 8E4iv'en MIAOMi

0 -NotbwLhimaith .Lang Rong.DA

S *,MuIUia.icwtimr 'to. mluy~gý
Ca4atwm cualm with CkiCan idadin of

ma ur i

*UnMACOM&!wf~fl EAu 1.tu 4 M~



ALTERNATIVES
OPTION 3

p A&*ALEFT RAMC OWNERSHIP

SLIDE Sp

WA.A

--- E *--- CNTR

C AC

OBJECTIVE
ImA ALTERNATIVE

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

"X"RA BASE COMPOSITION

RIGHT
"X"RA CORE

SLIDE PERSONNEL -

MILITARY loS OfT)
DEPOT
OMNIBUS CONTRACTOR
LOGISTIC ASST, REPs

CAPABILITIES -
MAINTENANCE
SUPPLY MOT
TRANSPORTATION
CUSTOMER ASST
SITE MGT



FORSCOM NDI EXPERIENCE

LEFT a Soldier Support Very Effective

SLIDE * Support Dcc~.mentation Mix of Conmmercial/Military Data

- Current Level of Documentation Eve rvec Over T'im.

a Hot Mock-Ups Proviced

- Oft-L~ne Supply Support Provided Through J2

e As With Std Sys, Available Skills Subject to Troop Turnover

, Training Heavily Dependent on Contractor-Pitivided Training

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

KNOWLEDGE TRANSFER-KEY

RIGHT
SLIDE

O)E

FOCUSED ON SOLDIER SKILL ENHANCEMENT



Ism "X"RA SSF OSO INTEGRATION

LEFT
SLIDEx

SINGLEla
STOCK nSWA

FUND

iar~~ C;PA~ OP

IEW SUSAINEN STREALININ STD

A21" SEPTEMER 199
LOGITICSPTGROU INEGRTIO

RIGH SU3TANME1 STRE4~ AMLINNGSTD

21 SEPTEBE 1992

LOGISTICS ~ SPT GROU INTSUPPIO

i L ,t r1TIALAMC LSG
,-DLW CNT ' P4 NS PT, i: U PFI A )

I Z17ION IT SLI I'SPPLYP~N

DEPLOYED. . AO'



WHAT WILL THIS COST?

, ~* Repair Co~st CLaocriParts)

LEFT *Repair Center Surco-arge (Tram'., Washout.

SLIDE iPrice Stabilization, Contract- Related Log Cps

HOW WILL THE REPAIR BE FUNDED?

( *Stock Fund (Repair Price vs Acq Price)

Transaction

'T~x'k -lSA wiUser (QTR Reconciliation)

-Direct Funded Throug n AMC

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

WHAT ABOUT RESPONSIVENESS?

- Linkage vs Fragmentation

RIGHT e Single Sustainmient Ownership

SLIDE Single Deoioying Organization

- Available Linkage to Std Automated Systems

Cu.rrent

Future

- More Caoatility During Period of Reducing Dollars

- Reduction in Turnaround Time for Repairs

Central Workloading
Fwd Connectivity w/Fixedi Maint. Source
Leverage Contract Supply Assistance
Enhancea OJT Capabilit



QUALITATIVE SAVINGS

LEFT (

SAVINGS OPPORTUNITIES
Facilities
Less TMDE Required
Fewer Contractors

Reduced Gov't Contract
Overhead

Fewer Intraservwce, ulpon
MACCM/AMC/ Aareements OMNIBUS

PM/ASPO w/Sub-Contracts
CONTRACTS Essential OEMs

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

PAST QUANTITATIVE SAVINGS
FY89 ICS CONTRACT MAINTENANCE CONSOLIDATION

RIGHT $14.S
MILLION M9.1S L IDE $--,. 9.1

MILLION

<M

. . . .. . . .MILLION
SAVINGS

OEM MSO-103 Emerson Electnc OMNIBUS
OEM TRO-32 Magnavox CONTRACT
OEM TLQ-17A Faircnild
GENERIC MLO-34 ERI



WORLDWIDE IEW SUSTAINMENT

LEFT
SLIDE

V- ----- -----

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

OUTLINE

RIGHT *PURPOSE

SLIDE TASKING REVIEW

"* DISCUSSION OF FINDINGS

, OPTIONS CONSIDERED

, RECOMMENDATION/POSITIONS

* SUMMARY



RECOMMENDATIONS

LEFT *Establish Single Point Sustainment Ownershiup

S LI E PRBLEM Consolidate Ali Ccntract.Support Under AMC Control
STATMENT Recognize Non-Regulatory Restrictive Civilian GS Amsson,

SFully Integrate GS Soidier/Civiliar' Resources

STUDY abllsh Siunca Co~i W _01

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

PARTICIPANT POSITIONS
USAMC: CONCUR

RIGHT USFORSCOM: CONCUR.- Pending ISM Implementation

S LID0E USATRADOC: NON-CONCUR

USAINSCOM: CONCUR w/Conditions
-Resources Prime Concern (Repair$S vs. ASPDLR)
-Limited to Airt-ana Battlefield

-Exce~tion Process Established
-Centralize All Item Mgt At IMMC
-MACCMs Have increased ILS Planning Input
-Recommend Establishment ot MEILSR Oriented ILS Model
-Recommena "X"RA or I NSCOMv Units Establish MSSA

USASOC: CONCUR - Type Classified ARMY Standcard
Retain Option - SOF Peculiar (Cost Effective/Responsive Analysis)

PEO-IEW:



OUTLINE

LEFT
"* PURPOSE

SLIDE
"° TASKING REVIEW

"° DISCUSSION OF FINDINGS

" OPTIONS CONSIDERED

"° RECOMMENDATION/POSITIONS

- SUMMARY

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

RIGHT
SLIDE



KEY IMPLEMENTATION TASKS
UPON

APPROVAL

LEFT , DEVELOP COMPREHENSIVE IMPLEMENTATION PLAN 90 DAYS

SLIDE
"* CONDUCT CONCEPT DEMONSTRATIONS 12 MONTHS

KOREA; 204th MI EBN: 201st MI 3N

FT HOOD (SUBJECT TO ISM TEST DATE)

"• CONDUCT ANALYSIS OF TRANSITIONED NON-STD 6 MONTHS
LOGISTICS SYSTEMS FOR INCLUSION/EXEMPTION TO
ARMY STOCK FUND

"* ESTABLISH TIME-PHASED PLAN FOR CONTRACT 3 MONTHS
CONSOUDATION

"* CHARTER SCOPE OF FINANCIAL CONTROL 90 DAYS
WORKGROUP

IEW SUSTAINMENT STREAMLINING STUDY
MACOM SENIORS PRE-BRIEF

21 SEPTEMBER 1992

SUMMARY

R GIVEN DATA AVAILABLE TO STUDY TEAMRIGHT

SLIDE IEWUNIQUE

EVOLVING ARMY LEVEL LOGISTIC CONCEPTS

"* RECOMMENDATION PROVIDED MEETS OBJECTIVES OF VCSA CHARTER

INTEGRATED SUPPORT MECHANISMS

FLýXIBILITY TO SUPPORT FORWARD NDI AND ADVANCED

TECHNOLOGIES
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CONCEPT1
POSITION
PAPERS

The following position papers were provided in response to the
IEW Sustainment Streamlining Concept Plan, 20 Aug 92 (Vol III,

Part 5, Appendix' AV) by USAIC&FH (representing TRADOC),
INSCOM, USASOC, FORSCOM, and PEO-IEW. All objections

presented in the papers have been resolved through
incorporation into the study group recommendations, where

appropriate.



DEPARTMENT OF THE ARMY
FORT NUACHtr AMN SII4M

MEMOR~ANDUM FOR Director, U.S. Army CECOM Intelligence Materiel
Management Center, ATTN: SELIM-IEW, Vint HIll
Farms Station, Warrenton, VA 22186

SUBJECT: Intelligence & Electronic Warfare (IEW) SustainmentSt*eamlining Concept Plan

I.1 The IEW Sustainment Streamlining Concept Plan has beenreviewed by the CG, US Army Intelligence Center & it Huachuca.
Based upon his review and internal staffing, we non-concur with

the document. The document cannot be considered a concept in
that is too vague and offers no alternatives. The "concept"
does not address many critical issues; its solution (centra-
lized control of dollars and spare components) is not ade-
quately justified by the study.

2. The VCSA stated the objective of the analysis was to deter-
mine how to integrate and streamline battlefield sustainment of
IEW operations on a dynamic and austere AirLand Battlefield,
with particular focus on support to key, advanced technology
NDI, and prototype systems. The concept plan fails to meet
that objective.

a. The concept plan does not appear to be supported by
any type of rigorous analysis The mandated system-by-system
review does not appear to have been conducted. There is no
identification of any Measures of Effectiveness to show battle-
field efficiencies, how we get to that stage, and at what
cost. There is no evidence of any simulation/modeling efforts
done for present or future IEW systems.

b. The plan does not address in adequate detail how the
escalated procurement of advanced technology NDI or prototype
systems will be sustained.

c. It fails to deal with the underlying issue of
shortage.

3. The CIMMC Project Design Document states the Army's overall
goal for this project is to streamline the logistics support
structure for IEW equipment, thereby increasing readiness and
decreasing costs. Success in this area is questionable.



ATSI-DC
SUBJECT: Intelligence & Electronic Warfare (IEW) Sustainment
Streamlining Concept Plan

a. The improvement of unit readiness is not apparent as
the two tier concept has not been shown in the concept plan to
be more responsive to the MI Battalion. The "Fixed Forward
Concept" is strongly supported. The "XRA" regional support has
been shown for the CONUS based forces, but details are sketchy
on support for OCONUS based units in peacetime or war.

b. One of the biggest drawbacks to the concept plan is
the failure to show any cost economies. It is considered a
good idea to place more centralized control over the admini-
stration of the various contracts. However, there is no
evidence to show whether any cost or manpower savings will
occur from consolidation.

4. The mandate for the study group was to provide a solid
action plan, with feasible recommendations. The mandate was
not met in that the concept plan needs more definition in
several areas.

a. There are no clearly defined levels of maintenance;
e.g., unit level - box replacement; DS - card replacement;
GS/Depot - card repair.

b. The terms "sustainmentO and "maintenance" are not
clearly defined. No distinction is made between trouble-
shooting, repair, and provisioning, all of which are quite
different activities.

c. Concept plan needs tc be clarified that no revisions
will be made to published doctrine, to include FM 34-1,
Intelligence and Electronic Warfare Operations, until the IEW
Sustainment Streamlining Concept is approved for Army-wide
implementation.

d. A test control work group needs to be established to
develop critical issues and criteria for the four regional
support tests. Principal Study Group members would have par-
ticipation on the work group to monitor the actual tests and
participate in the review/approval process of any evaluation
reports submitted.

e. Consideration must be made on the impact the approved
concept will have upon acquisition process documents for exist-
ing and future IEW systems.

5. We have severe reservations about a concept plan that
appears only to support pre-conceived notions, with no solid
analytical underpinning.

2



ATSI-DC
SUBJECT: Intelligence & Electronic Warfare (JEW) Sustainment
Streamlining concept Plan

6. COL Pheneger, Cdr, USAISD, will be the senior ThADOC
representative at the 21 September IPR. He has discussed the
concept plan with MG Kenoher and will be able to ditcuss our
concerns.

GD. THOMAS,

3
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IALoýR (700) 11 September 1992

MEMORANDUM FOR DIRECTOR, US. ARMY CECOM INTELLIGENCE MATERIEL
MANAGEMENT CENTER, ATTN: SELEM-IEW, VINT HILL
FARMS STATION, WARRENTON, VA 22186-5277

SUBJECT: Comments on the IEW Sustainment Study Paper and Briefing Slides.

1. The subject documents have been reviewed as requested. The following paragraphs contain
comments on these documents and additional comments on the concept as it was discussed in
meetings of the Working Group.

2. Our primary concern is resources. None of the documents contain a desciption of the
process by which using units will pay for the services they receive from the XRA. We are
concerned that, if transactions with the XRA are SFDLR transactions, the cost will be prohibitive
due to the high unit cost of the reparables. Any INSCOM agreement on this concept will be
contingent on the establishment of a funding process which makes the support received from the
XRA more economical than that which is cw'endy being provided.

3. The tasking for the study clearly limits its scope to sustainment of IEW systems deployed on
the Air/Land Battlefeld. This limitation is not clearly stated in either of the subject documents. It
is essential that the limits of the study and its resulting implementation be clearly stated.
INSCOM will not agree to any expansion beyond these limits without farther study and
negotiation.

4. Any implementation of the proposed concept must ensure that an acceptable level of support
is provided at the lowest cost to the taxpayer. A process must be established to conduct periodic
independent reviews of the support which is provided to ensure that this objective is being met. It
is also essential that procedures be established to authorize deviation from the standard IEW
sustainment process when warranted by special circumstances.

5. The study recommendations currently focus on support NDI items acquired by operating
MACOMs and systems managed by C&MMC. It is essential that an IEW sustainment concept
include all IEW systems regardless of their developer or wholesale logistics manager.
Recommend that, if this concept is approved, item management of all systems, such as
GUARDRAIL, which are managed by other organizations be transferred to CXMMC.

6. Current Army maintenance doctrine places emphasis on the "fix forward" concept. Any LEW
sustainment concept must be consistent with this goal. This is particularly important if the cost of

='&3~Com PT1+3



IALOG-R
SUBJECT: Comments on the IEW Sustainment Study Paper and Briefing Slides.

support from the XRA includes overhead cost in excess of actual repair costs. It is essential that
using MACOMs have a larger input to ILS planning processes such as provisioning,
documentation development and training to ensure that their interests are protected.

7. Much of the difficulty with support of TEW systems is due to the lack of ILS deliverables
necessary for normal support by military personnel. This shortfa is usually caused by the
perception on the part of developers that the necessary delivcrables cannot be obtained within
project f£uding limits. When deliverables are bought, they are not consistent with the actual
support concepts or are not used. Recommend that a process similar to the NSA MEULSR
process be developed to tailor the requirements for LLS deliverables to the actual needs of IEW
systems. If this is done, the items which are needed can be acquired at an affordable cost.

S. Most of the analysis was derived from data gathered from FORSCOM units. Much of this
information is applicable to INSCOM units as well but there are some differences. Aside from
TROJAN SPIRIT which is a special case, the only contractor personnel which accompanied
TNSCOM units on ODS were with the TRACKFINDER and TENCAP systems. All other
maintenance short of the depot level was accomplished by personnel organic to the 513th MI
Brigade and its subordinate units.

9. INSCOM tactical units have an echelons above corps mission which requires them to deploy
from 'one geographical area to another on short notice. INSCOM does not have organic supply
support activities which deploy with our units as is the case with division and corps level IEW
units.. Our units receive their retail supply support from host the MACOMs supply support
activiiies in the areas where they are deployed. The repair parts needed to support INSCOM
units are not common to other Army equipment and are not stocked in most supply support
activities. As a result, most repair parts requisitions must be passed to the wholesale level. When
an INSCOM unit moves or when the unit providing supply support moves, the process for filling
these 6equisitions is broken and urgently needed parts fail to reach the unit. The same problem
will occur with requisitions for support from the XRA. This problem must be resolved before
XRA support can be effectively implemented. One possible solution is to give the XRA which
supports INSCOM EAC tactical units a mission supply support activity capability or for
INSCOM to establish organic supply support activities.

10. The following comments apply to the briefing slides:

a. CWO Stewart is a CW3 not a CW4.

b. Add the following advantages to alternative 1

2
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L46LOG-R
SUBJECT: Comments on the MEW Sustainment Study Paper and Briefing Slides.

(1) No SFDL. costs for repair transactions.

* (2) No layered management costs for the Omnibus contract and its management

(3) Contractor personnel in the unit are available for operator tramirg and assistance to
unit maintenance personnel.

c.; Add the following disadvantages to alternative 3

(I) Takes control away from a commander who has COR authority under Alternative 1.

(2) A single contractor cannot always provide, the same quality of support as a OEM of
firm which specializes in particular types of equipment

* (3) Increased management costs due to larger management bureaucracy.

(4) Risk of mission disruption due to labor problems of contract ex*prion when all
support is from one contractor.

II. Comments on the draft study report will be provided by separate correspondence.

""rvH nj L. WRIGH

'ADCSLOG
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CONCEPT PLAN

FOR

UNITED STATES ARMY SPECIAL OPERATIONS COMMAND

IEW STREAMLINING STUDY

1. PTRPA.?* The puppoao ot this conoopt plan ia to
articulate USASOC's position regarding the IEW streamlining
study conducted by United States Army
Communications-Electronics Command Intelligence Materiel
Management Center (USACIMMC) at Vint Hill Farms, Warrenton
Virginia. This concept plan describes how we plan to obtain
support for Army standard and SOF Peculiar IEW systems in
the future.

2. GENERAL.

a. USASOC supports the repair of standard Army IEWequipment tnrougn AMc Logistics systems and DESCOM depots
u~wmantly uaed tho ouctnin standard Ax"my XEW equIp aws&L wLL1Iji

USASOC.

b. Commander in Chief Special Operations Command
(CINCSOC) is the Army Acu isition Agent (AAE) for
development and acquisitlon of SOP peculiar IEW systems.
The Special Operations Research, Development and Acquisition
Center (SORDAC) pursues acquisitions (primarily NDI) in
response to SOP peculiar IEW system requirements.

c. MFP1I dollars for this support is programmed through
USSOCOM to sustain and maintain these systems. USASOC
retains the option to use the Special Operations Forces
Support Activity (SOFSA), (AMC) support activities or
contract support. This ensures that economic analysis is
considered in SOF Peculiar support decisions.

3. LIMITATIONS. The current concept proposed by CIMMC
constrains USSOCOM and USASOC's ability to manage IEW
programs. The proposed concept specifies AMC as the Army's
administration of maintenance contracts. Information
regarding economic analysis and resourcing of this concept
has not been made available.

U 5,*Soc-



4. EXCEPTIONS. Some IEW systems are classified as SOF
Peculiar and are sustained through contracts or have been
selected for support through the Special Operations Forces
Support Activity (SOFSA) at Lexington Bluegrass Army Depot
(LEAD). Accordingly, SOP Peculiar systems must be exempt
from the sustaininnt procedures as provided in the .hMC/CIMC
ZEW concc&L study. Current Sox peculiar IEw systems are
listed below:

Special Operations Forces SIGINT Manpack System (SSMS)

Special Operations Command Research Analysis and Threat
Evaluation System (SOCRATES)

FULCRUM

Tactical Light Tables

Interim Secondary Imagery Dissemination System (ISIDS)

Future systems

Special Operations Command Secondary Imagery
Dissemination System (SOCSID)

Special Operations Forces Intelligence Vehicle (SOP IV)

5. CONCLUSION.

a. USASOC supports the AMC/CIMMC IEW sustainment
concept for type classified Army systems.

b. USASOC will select support for SOF peculiar items
based upon most cost effective and most responsive criteria.

CJSASOC- 4j,212



FCJ4-DJ (SELIM-IEW/20 Aug 92) (700) 1st End
SUBJECT: September IPR and IEW Sustainment Concept Plan

Commander, Forces Command, Fort McPherson, GA 30330-6000

FOR Director, U.S. Army CECOM Intelligence Materiel Management
Center Vint Hill Farms Station, ATTN: SELIM-IEW, Warrenton
VA 22186-5277

1. We have reviewed the basic concept for sustainment of
Intelligence and Electronic Warfare (IEW) equipment. We find that
the concept parallels the Strategic Logistics Activity (SLA)
Integrated Sustainmert Maintenance (ISM) concept.

2. Concur with the basic concept. We strongly support its
flc•or~tion into the ISM test scheduled for FY 93 at Ft. Hood

and the consolidat.iof all• !EW sustainment contracts.

3. We appreciate the opportunIty to participate in this
worthwhile effort and look forward to implementation after the
senior leadership approval of the test results and concept.

4. Mr. Serrentino, DSN 367-7284, can provide additional
information.

Encl CHARLES D. BUSH
nc Colonel, USA

Acting Director, Logistics,'J4

2
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DEPARTMENT OF THE ARMY
OFFICE OF THE

PROGRAM EXECUTIVE OFFICER
INTELLIGENCE AND ELECTRONIC WARFARE

VINT HILL FARMS STATION
WARRENTON, VIRGINIA 22186-5115

REPLY TO
ATTENTION OF

SFAE-IEW-SE 18 September 1992

MEMORANDUM FOR DIRECTOR, USACECOM, IMMC, VHFS, WARRENTON, VA
22186

SUBJECT: IEW Sustainment Concept Plan

1. Reference memorandum, SELIM-IEW, undated, Subject: September
IPR and IEW Sustainment Plan.

2. The PEO IEW concurs with subject plan since it portrays an
alternative that best delineates a course of action for improving
sustainment of IEW weapon systems on the battlefield. However,
there are some areas that warrant additional attention/emphasis.
These areas are:

a. Funding - Budget or funding working groups must be
established as soon as possible in order to determine how best to
resource the initiation and total execution of this sustainment
philosophy.

b. Software Support - Communication and coordination with
the CECOM Software Engineering (CSE) Directorate is absolutely
required. Software support for deployed systems is a very ill-
defined discipline.

c. All IEW Materiel Developers must be provided the same
flexibility regarding acquisition, fielding and sustainment
regulations.

d. Recommend the use of the "PM" be more specific in
application. As written there is heavy PEO IEW implication. I
believe the PEO IEW PMs place great emphasis on structuring their
acquisition according to regulation.



SFAE-IEW-SE
SUBJECT: IEW Sustainment Concept Plan

3. POC for this correspondence is Mr. Pete Hume, SFAE-IEW-SE,
extension 5934.

F •- S HRENK-
C, s Engineering Division

CF:
DPEO IEW
PM SW

2
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SELIM-EOC 25 April 1991

MDCWRANUUM FOR Chief, IfMC EOC

SUBJECT: Lessons Learned in Southwest Asia

1. SUBJECT: The Army supply system was unable to adequately support the Army
in SWA.

DISCUSSION: The Army supply system (retail) was unable to provide adequate
support to units deployed in SWA. Units experienced many difficulties in
getting requisitions through the retail system and the supply system could not
respond lfst enough to high priority requisitions. Sane of the problem that
were experienced were:

a. Class IX shipped to hcue station instead of SWA because units failed to
change unit ship to addresses prior to deploying.

b. Unit not assigned servicing SSAs until 3-4 weeks after being in
country. This problem occurred most often in non-divisional and EAC units.

c. Assigned SSAs changing three or more times during the course of Desert
Shield and Desert Storm without reconciliations being done prior to the change.
No effort was made to transfer received parts between the former and the present
SSAs.

d. SSAs under different automated requisitioning procedures (SAILS versus
SARS-I Objective). This caused many probles in getting requisitions into the
supply system, particularly when a SARS-I O~jective SSA (Fort Bragg) serviced a
SAILS unit (Fort Hood).

e. It took, on average, ten days for a supply requisition to reach the
wholesale supply system frcn the MWCs. This fact, coupled with the slow
transportation system, made it inpossible for the normal supply system to be
responsive to high priority requisitions.

f. Requisition reconciliations were not done between units, DMHCs, MW4s,
and the TAKMC. Also, the unit document numbers on non ASL requisitions were not
passed through the supply system. Usually the SSA or MWC would replace the unit
documrent numbers with their own document numbers. These problems made it almost
impossible to track the status of unit requisitions and made it inpossible for
NICPs to track who was requisitioning critical, low dersity, equipment and
parts-

RECOMMt4EDPTIONS: The p, robX!is described above underscore systemic problem of
the Army supply system wi, .h was unable to adequately support the Army preparing
for war. A detailed study needs to be done by supply experts to determine
exactly what problems occurred and to recammend what changes that are needed.

2. SUBJECT: CECOM logistics assistance provided to units in SWA.

DISCUSSION: Throughout Operation Desert Shield and Desert Storm, CECCM-SWA, as
part of AMC-SWA, provided supply and maintenance assistance to deployed units.
The logistics assistance provided by AMC-SWA was a key factor in ARCET being
prepared to execute Operation Desert Storm. In fact, it was recognized by the



ARCENT Support Ccmnand that XVIII Corps was able to overcame significant
maintenance and supply problems due to the ' Jistics assistance provided by AMC.
Push packages, call-in requisitions, and unit LAR support proved to be extrely
valuable to the units that we supported.

REX.rMEND ION: CECOM and AMC continue to provide logistics assistance directly
to the theater of operations and that LARs continue to deploy with units during
hostilities.

3. SUBJECT: Not enough spare IEW LRUs available to support a wartime Army.

DISCUSSION: At the start of the ground phase of Operation Desert Storm the
military intelligence units were in a precarious position. Although the
readiness rates for TEW systems, on average, were about 90%, there was a
shortage of available spare LRUs in SWA. The majority of LRUs that commonly
failed in the IEW systems had zero balance on hand in the DS, GS, and contractor
maintenance shops. The IEW maintenance system in SWA would have been unable to
support an extended ground war. There were basically three problems that caused
the shortage of spare LRUs in SWA. The first problem is that over the past few
years very little money has been allocated for buying spare LRUs for B46
systems, hence there is a limited number of spare LRUs available. Due to the
long resupply lines between CONUS and SWA, all available spare LRUs were
prepositioned at the IEW Special Repair Activities in SWA during Operation
Desert Shield so there were no spares available at the NICP. Second, due to the
supply and transportation problems in SWA (already discussed in this paper)
Mantech had a difficult time getting piece parts that they needed to repair the
LRUs that they were capable of repairing in country. Throughout Operations
Desert Shield and Desert Storm, Mantech had a large number of LRUs in their
shops waiting for piece parts for repair. Usually the majority of these LRUs
were due outs to units. The third problem was the slow turnaround time in
getting LRUs back in theater that had to be shipped to a depot or OEM for
repair. This long turn around tine was caused by the slow transportation system
between CONUS and SWA and by the slow repair time at the depots and OEMs for
some critical LRUs (UGC-64 computers and 2143/2144 receivers).

RECQM,1MNDTIONS: CIMMC must be allocated the funds needed to buy a sufficient
quantity of spares to adequately support fielded IEW systems. Also, CIMMC must
make a concerted effort to insure that depots and OEMs are responsive to
requirements for quick turnaround times on repairs.

4. SUBJECT: Life Support for CECOM personnel in SWA

DISCUSSION: The life support (housing, food, personnel equipnent/uniformis and
TA-50 replacement, administrative support, M!R support, telephones, vehicles,
tents, cots, tent heaters, field showers and latrines, etc.) provided by AMC-SWA
for MSC personnel was not adequate. Life support provided by AMC-SWA, in most
cases was disorganized or nonexistent. CECOM and the other MSCs usually had to
fend for themselves for life support requirements. In Dhahran, billeting space
assignment was completely disorganized. AMC-SWA staff personnel and ARCENT
Support Command pilots received preferential housing in the AMC compound. At
KKMC all initial planning and coordination for life support requirements (tents,
latrines, showers, rations) for the Foam Dane complex was done by CECCM and TMDE



because the AMC-SWA staff made no provisions for setting up the facility.
Vehicle and telephone support was provided or taken away at the whim of the
AMC-SWA Ccauander. AMC-SWA was very slow in providing access for AM-SWA
personnel to ARCENT MWR facilities and activities. AMC-SWA made no provisions
for providing local purchase items (tent heaters, tent lights, wash basins,
etc.) that were not available fram the supply system to the AMC-SWA crumuaity.
In fact, for several months, the CECOM local purchasing officer was buying items
for other AM MSCs because AIC-SSWA did not have a local purchasing officer.
TA-50 and uniform support for EAC units was .ion-nonexistent. All uniforms and
TA-50 supplies went to divisional or corps units. When replacement uniform
were needed for CECOM soldiers, family members had to buy the uniform and send
them to the soldiers in S•@A because Ft. Monmouth and VHFS CIFs did not uniforms
in stock. k

RECCOMENDATIONS: As with any ME unit, an admin/life support staff must be part
of any CTA unit that deploys from hcme station. An HHC type staff must "Mt of
the initial staff deployment of any future AMC/CECOM operation similar to
Operation Desert Shield/Storm.

5. SUBJECT: Performance problems of IEW equipment.

DISCUSSION: A wealth of information should ccme out of Saudi Arabia on the
operational and maintenance successes and failures of the IEW systems. Several
reports have already been submitted (see IEW LAR Bruce Stees afteraction report
of 10 April for scue specific details). One of the primary concerns was the
lack of experienced maintenance personnel for the M-1015 track vehicle, the
magic mast assembly on the Trailblazer system, and the environmental protection
unit on the Quickfix system. The primary maintenance problems for the big 6 IEW
systems were the prime movers (especially the M-1015 track vehicle) and the
power generator systems. It also became apparent that the Tacjam and
Trailblazer systems are too heavy to be assigned to highly mobile units. The
Armored Cavalry Regiments left their Tacjam systems with the rear units
because the Tacjam was not mobile enough to kept up with a unit that is always
on the uove. For the Infantry and Armored divisions, the Tacjams and
Trailblazers could not keep up with fast moving battle so they were not as
effective as they could have been.

RECOMENDArIONS: Detailed data collection and studies should be done on the
performance and maintenance problems of the IEW systems deployed to SWA. This
data should used to correct deficiencies on currently fielded systems and to
help design the systems of the future.

6. SUBJECr: Preparation for deployment to SWA.

DISCUSSION: On Aug 15, 1990 the first team of EMW personnel were notified that
they would be going to SWA. The POR process went smoothly because the VHFS
garrison had a set procedure in place. A procedure was not in place for
getting TA-50 and CPE equipment for departing personnel (Aberdeen had not yet
been set up). Very little assistance was provided by the HHC or IMMC in getting
this equipment for deploying personnel. The deploying team had to make their
own arrangements for this equipment by begging or borrowing it fram the 201st NI
BN and from Ft. Monmouth thus wasting valuable time that could have been used to
make other preparations for deployment.



RECOMKMEDIONS: The HHC should develop an SOP that sets up a staff to assist
assigned personnel when they are alerted to deploy to a field location. This
SOP should should have procedures for PORing soldiers and for getting TA-50 and
CPE equipment on short notice. Additionally, IMCH should assign a deployment
sponsor for each individual/group that has been alerted for deployment to do the
time consuming "running around" tasks required during deployment preparation.

7. SUBJECT: Fielding of New Equipment in SWA.

DISCUSSION: Generally, the worst time to field new equipment to a unit is
during the time they are preparing to go to war. A new equipment fielding takes
away extremely valuable time fram the unit that they need to train and prepare
their personnel and equipment for combat. The IEW Ccmmunity fielded many
systems during Operations Desert Shield and Desert Storm. Some of the fieldings
were very successful (Sandcrab, AN/TLQ-17A (V3), and AEL version AN/MLQ-34)
while others were not successful (TACJAM CPE, TIGER). The key differences
between the successful and unsuccessful fieldings were the prior planning and
coordination and the use of the TPF concept. The successful fieldings were
carefully planned and coordinated with all concerned parties in CONUS and SWA.
The fielding team was well trained, knew what they were doing, and all necessary
equipment, tools, and spares were available. In addition, the unit operators
and maintainers were well trained. The poorly fielded systems became a burden
to the unit. The equipment usually broke more often because the operators were
not ccupletely trained and the unit (and sometimes the DS/DS maintenance shops)
could not maintain the equipment do the lack of training, spare parts, and
special tools and test equipment.

RECOMMENDATON: The best piece of equipment will become useless unless it is
properly fielded to a unit. This is true in peace time and during war. We nust
resist the temptation to rush a "save the war" system to the field unless it is
properly handed over to the unit and has the necessary support structure in
place.

8. SUBJECT: Peace time maintenance structure of VII Corps could not support
the Corps during war.

DISCUSSION: Recent reorganizations within the 2nd COSCOM of VII Corps and a
heavy reliance in Germany on German maintenance personnel in Pirmasans and other
locations to do DS and GS level maintenance had made 2nd COSCOM unable to
perform many of its DS and GS maintenance missions when the COSCCM deployed to
SWA. Same maintenance units had acted as an equipment pass through point in
Germany and no longer had the test equipment, maintenance shelters, ASL, and
training and experience necessary to perform their maintenance missions. Most
of the LEMC-Os and the IEW Maint Det of VII Corps were unable to perform their
full maintenance missions due to these problems. Scme of these same problems
were found in III Corps and XVIII Corps maintenance units because local DOLs had
taken over much of the DS/GS maintenance missions of the organic maintenance
units. The SWA war has taught us that all CS and CSS units in the Army must be
prepared to deploy anywhere in the world to perform their missions and that
these units must stay trained and equipped to perform these missions.

RECCO tTENDAIONS: The organic maintenance support structure of each Division and
Corps must be used during peace time to insure that the maintenance units will
be adequately trained and equipped to perform their wartime missions.



9. SUBJECT: The IEW Special Repair Activity support structure worked in SWA.

DISCUSSION: The IEW SRAs, where IMMC personnel, IEW maintenance contractor, IEW
IARs, and the IEW GS Maintenance detachments were co-located provided
outstanding support to the field. This structure provided a one stop shopping
for the MI units when they needed supply and maintenance assistance. The IEW
LAR provided interface between the M1 unit and the maintenance contractor and
the GS maintenance detachment while the IMMC personnel coordinated IEW support
requirements with ARCENT, VII and XVIII Corps, AMC-S•A, IMM. and CECCM-SWA. Do
to the quick set up of the Rainbow IEW SRA in late Aug 1990, each MI unit
(except for the 313th MI BN, 82nd Airborne division) caming into Saudi Arabia

was able to get their equipment completely checked out prior to deploying fran
the port. The success of the IEW SRAs can be clearly seen from the high
readiness rates that each MI unit experienced soon after they arrived in
country. These high readiness rates were maintained throughout Operations
Desert Shield and Desert Storm.

RECOMMENDATION: The success of a close working relationship between UiMC, the
IEW LARs, MANTECH, and the GS Maintenance detachmeents was clearly proven in SWA
and mast continue.

10. SUBJECT: The military transportation system could not provide adequate
support to the field.

DISCUSSION: There were numerous problems with the military cargo transportation
system that supported Operations Desert Shield/Storm. Sare of the problems
experienced CONUS were cargo placed in iultipacks destined for the wrong SSA,
mismarked and misrouted cargo, and high priority cargo waiting for several weeks
to be shipped fran New Cumberland Army Depot or at Dover AFB. One of the
problems experienced in SWA was poor control of incaoing cargo at the APOD that
resulted in cargo being misplaced, stolen, picked up by the wrong unit, shipped
to the wrong SSA, or receipted to individuals not on unit signature cards.
Also, there were many problems with tracking cargo thru the transportation
system. Cargo TCNs could be changed many times fran point of origin to the
ultimate addressee and the Air Force did a poor job of tracking TCNs and
matching them with flight mission numbers. It was very difficult to tell if and
when a particular TCN had arrived in country. Another problem that CECO4M/IfMCl
had in SWA was the lack of available EAC transportation support to move cargo.
It was usually impossible for CECOM to get any priority for transportation
support fran a transportation unit of the 22nd Support Ccinand. The CECOM SRA
eventually had to lease a panel truck for $3,200 per month while the IEW SRA
would lease a 5 ton track/trailer on an as needed basis.

RECCMNATION: The ARMY must provide better training on APOD operations to
their port transportation/supply personnel. Also, autamated systems should be
developed for tracking cargo through the transportation system and at APODs.



11. SUBJECT: Not enough I:EW LARS available to support army at war.

DISCUSSION: In SWA the allocation concept for IEW IARS was two IARS per Corps
and one LAR for all of the AE Bns in country. Initially, frcm the period of Sep
to Dec 1990 this allocation was adequate, but when VII Corps and XVIII Corps
deployed to their tactical assembly areas (TAA) and the 1st and 2nd MI AE Bns
deployed during Jan 1991 it quickly became evident that this allocation was
not adequate. By this time though, it was too late to get more IEW LARs in
country.

RECCt•ENDATION: The need for a dedicated IEW LAR with each division MI BN,
Corps MI Bde, and MI AE EN was proved in SWA. In addition, due to the
cczplexity of IEW equipment, IEW tARS must first be maintenance experts and then
supply experts.

12. SUBJECT: Lack of M-1015 track vehicle and magic mast ma:ntenance support
in SWA.

DISCUSSION: The primary readiness problems for MI units in SWA were vehicle and
generator systems on the M-1015 track vehicle. A shortage of trained
maintenance personnel (in the divisions, corps and in TACOM) and spare parts
were the primary problems with keeping this vehicle up and running. In early
Jan 1991 assistance was requested fram TACOM by CECOM IEW personnel to help
solve M-1015 readiness problems. Local TACOM personnel were slow to provide
assistance primarily because they did not have a IAR in country trained on
M-1015 repair. It wasn't until a request for assistance reached TACOM
headquarters in mid Feb that TACOM deployed their M-1015 expert to SWA. The
lack of trained maintenance personnel caused some magic mast maintenance
problems for deployed units. Very few MI Bns had 52D personnel trained on magic
mast repair. Fortunately, there not many magic mast maintenance problems in SWA
and those that did occur were not serious.

RECOMENDATION: The maintenance problems with the M-1015 vehicle are well known
and IEW system developers are already planning to use more reliable vehicles for
future systems. The MACOMs (FORSCCM and USAREUR) must do a better job of
insuring that personnel receive the critical specialized training that is
needed to maintain the IEW systems. TACOM should insure that each division have
a LAR assigned that is trained on M-1015 repair.

13. SUBJECT: NDI Systems in SWA.

DISCUSSION: Prior to and during Operation Desert Shield FORSCOM fielded several
NDI systems to XVIII Corps and VII Corps. There were many support problems for
these systems in SWA. Most of these systems were not ruggedized for military use
in a desert environment and experienced high failure rates. Due to the quick
fielding of most of the NDI systems, operators were inadequately trained which
resulted in more maintenance problems than expected. Another problem was that
P0RSCOM never provided an adequate quantity of spare parts in SWA. In fact, on
one of the NDI systems (Dragonfix), no spare LRUs were purchased for same of the
system LRUs. The FORSCOM NDI systems were developed and fielded without the IEW
readiness command's (CIMMC) involvement. F0RSCOM was so protective of their NDI
systems that they took steps to insure that IThN personnel and the IEW
maintenance contractor personnel in SWA were not involved, in anyway, with NDI



system maintenance. This situation caused many delays in getting syste
repaired because there were several cases where the GS Maint Detachment, who had
the NDI system maintenance mission, was not available to repair a broken NDI
system but the IEW maintenance contractor was. The IEW maintenance contractor
was fully capable of repairing most of the NDI systems but FORSCCM would not
provide spare parts and maintenance manuals and would not authorize the
contractor to work on the NDI systems.

RECOMENDATIONS: All systems fielded to Army units must be fully provisioned
and trained. FORSCCM developed IEW systems are no different from other IEW
systems and the IEW readiness command must be made part of the development,
fielding, and support team.

14. SUBJEC=: Logistics support for INSCOM tactical units.

DISCUSSION: The normal logistics support channel for INSCOM units is through
the ACSLOG of Headquarters INSCOM. As was seen with the 201st MI Bn, this
logistics support system will not work when a tactical INSCOM unit is deployed
in a long term operational environment. When the 201st MI Bn arrived in Saudi
Arabia they were unable to get adequate logistics support fran INSCOM at Ft.
Belvoir. Eventually the 201st MI Bn arranged for in country support from DS
maintenance battalions and the Rainbow IEW SRA but there were same delays in
getting this in country support structure put in place.

RECCOMENDATIONS: INSCOM tactical units should have the same logistics support
system in during peace and war and this support system should be the same one
used by any tactical military intelligence unit in the Army.

15. SUBJECr: MIOE of IEW GS Detachments.

DISCUSSION: Several problems with the MOTEs of the IEW GS maintenance
detachments (158th from Ft. Bragg, 159th fran Ft. Hood, and the 263rd from VII
Corps in Germany) came to light during Operations Desert Shield/Storm. Two of
the detachments (158th and 263rd) were not separate organizations but were
sections of a Light Equipment Maintenance Cacpany (LEMCO). In addition, these
two detachments did not have their own organic tech supply section where the IEW
spare parts are normally controlled from. (The 158th Maint Det. initially
deployed as a separate detachment with its own tech supply section). The other
detachment (159th) was a separate detachment with its own comnander and tech
supply section and was attached to a maintenance battalicn for ccmand and
control purposes. The IEW maintenance detachments must be able to operate
independently of any particular maintenance unit due to their unique EAC mission
of providing limited DS through GS level maintenance for IEW systesm anywhere
throughout the theater of operations and thy need to be closely aligned with the
IEW readiness ccunand's (CIMMC) IEW maintenance contractor. It was proven in
SWA that the IEW area support concept within ARCENT's theater of operations
where the IEW maintenance detachments were deployed as separate detachments with
their own tech supply capability was very successful. When the IEW maintenance
detachments arrived in Saudi Arabia it quickly became apparent that their MIOE
did not have sufficient support equipment authorized for the units to perform
all of their maintenance missions. The units lacked the necessary number of
maintenance vans, generators, test equipment, 5 ton tractors, contact team.
vehicles, and people to perform all of the missions expected of them. Another
MIDE problem is that even though all three detachments that deployed to SWA had



the same :iissions, each unit was operating under different MMfEs.

RECCHMEDATONS: Based on the lessons learned fram SWA, a detailed study should
be conducted on the MIOE of the IEW GS maintenance detachments so that it can be
rewritten to reflect the equipment and personnel requirements needed to
accamplish all assigned maintenance missions. In addition, the EAC mission of
the detachments (as directed by DA and FORSCCM) should be recognized by the
various Corps, where these detachments are attached for garrison cuomiand and
control purposes, and the units aligned as separate detachments with their own
tech supply capability.

16. SUBJECT: Different maintenance concepts in CONUS and USAREUR

DISCUSSION: CONUS and USAREUR based MI units use different maintenance concepts
for their IEW equipment. In USAREUR, the direct support maintenance shop of the
military intelligence battalion turns in a bad LRU to their maintenance support
activity on a "turn-in and requisition" basis. The unit gets a turn-in
document for the bad LRU and then requisitions a new LRU. The whole process is
a supply transaction. In CONUS, the direct support maintenance shop of the
military intelligence battalion turns in a bad LRU to their maintEnance support
activity on a "repair and return" basis. The unit usually uses a DA Form 2407
to job order the bad LRU into the maintenance activity and expects the
maintenance activity to return the repaired LRU back to them or give them a
replacement. In this case the process is a maintenance transaction. Problem
occurred in SWA because CONUS units expected a "repair and return" maintenance
policy while the USAREUR units expected a "turn-in and requisition" policy.
Rainbow SRA I used a "repair and return" policy because the Mantech personnel at
that site were primarily fran Ft. Bragg. Additional problems occurred when
Mantech would evacuate LRUs to VHFS for depot or OEM for repair on a "repair and
return" basis. The NICP was expecting a "turn-in and requisition" policy to be
used in SWA so they would return the LRUs to stock after repair so Mantech and
the unit would never see the original or replacement LRU. To confuse matters
more, Mantech did have a small number of LRUs sent back to them on a "repair and
return" basis.

RECOMDATION: All IEW SRAs throughout the world should operate using the same
maintenance policy. For GS maintenance, turn-in and r qui4iti-n, -•hcz the
maintenance activity repairs for the shelf, is generally the preferred method.

17. POC for this report is the undersigned at x5132.

18. CECOM W31ICM LINE: The Soldier.

R0.
MA,SC
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SELIM-PO (Ia90)

MEMORANDUM FOR Chief, Plans, Policy, Systems, and Budget,
Ops Div, ATTN: Chief, EOC

SUBJECT: Lessons Learned - Deployed Personnel

1. The following is my input to the Desert Storm Lessons Learned

for deployed military personnel:

a. Name: Wagner, Steven A. CPT/0-3E 51B

b. SWA Deployment: 27 January 1991 - 4 April 1991

c. SWA deployment mission: Site chief for SRA III and IMMC
representative to the ARCENT G4 Maintenance Branch (IEW section).

2. System/Equipment Issues:

a. Fielding of NDI equipment during combat operations.
Introduction of NDI IEW equipment into the area of operations
during the initial phase of Desert Storm caused much concern at
ARCENT HQs. The ARCENT had its mission cut out for them by just
trying to re-align (task organize) the General Support units to
support the standard theater IEW systems. New IEW equipment
(NDI) must be fielded early enough into the field to allow the
maintenance concept to be properly implemented into the theater.
If the ground campaign lasted longer than it had, major
logistical problems would of arisen causing low readiness rates
for the NDI equipment.

3. Logistical Support:

a. Communications. Communications between the SRAs and
CONUS were poor. Each SRA had its own different means of voice
communication. SRA I - commercial phone, no TAC Line; SRA II -
Tac Line, No commercial phone; SRA III - TAC Line, no commercial
phone. SRA III relied on the ARCENT G4 commercial line for
communications. However, obtaining an international dial tone
was next to impossible during the east coast business hours.
This problem was partially corrected when SRA III obtained the
IMMC calling card account number. This allowed the use of the
local Riyadh, Saudi Arabian dial tone which was more accessible
during the peak calling hours. The fielding of the GOLDWING
system greatly improved communications between the SRAs. But it
will never cease to amaze me that during a war we still have to
rely on the commercial telephone for communication support.

b. Equipment access. The purpose of SRA III was to provide
over the shoulder technical maintenance support to Echelon above
Corps (EOC) IEW equipment in theater.



SELIM-PO
SUBJECT: Lessons Learned

Most of the support was designed to be provided by the MANTECH
contractor personnel in the Riyadh area. In order to gain access
to the IEW equipment, a special security clearance (above secret)
was needed. All contractor personnel deployed to SRA III did
possess the required clearance. This caused hardship on the EOC
units that had to provided special escort. And many of the areas
could not even be accessed by the contractor because of the
sensitivity of the mission. Contractor personnel must possess
the minimum security clearance required to access the supported
equipment. If not the customer suffers. No matter what the
intentions are of the support element - that element must satisfy
the customers' needs to be fully successful.

c. Contractor intentions. It is my belief that MANTECH was
not totally truthful in their dealings with our customer in the
Riyadh area. During the month of March CECOM-SWA determined
based on facts which were gathered in theater that the SRA III
mission requirement would be reduced by the end of March 1991.
Plans were made by the CECOM Senior Command Representative
(CECOM-SCR) to close SRA III and transfer its support mission to

SRA I. As site chief I attempted to communicate these plans to
the Riyadh customer ensuring that support would still be
available. To my amazement I discovered that the MANTECH SRA III
site manager was briefing the Riyadh customer that if SRA III
closes then all support would disappear. I believe that MANTECH
used this tactic to frighten the customer into a panic causing
the customer to request through the Director, IMMC to keep SRA
III open. Whether the SRA III site manager received guidance
from MANTECH corporate to use this tactic or not has not been
proven to my complete satisfaction. However I suspect that it
might have. When Mr. Dan Sears was in country during the mid
part of March, he seemed to be on a commercial venture
advertising his company's capabilities. MANTECH failed to
realize that IMMC was their primary customer and not the field.
As the ACOR for SRA III I will dictate (with permission from
VHFS) on the mission. But every time I tried to lay out a plan
for closure I was being impeded by MANTECH. It seemed that no
matter what my guidance to MANTECH was it was being challenged by
MANTECH corporate. Unacceptable!

4. Deployment of military personnel:

a. VHFS CIF. No problem. I received professional service
and received all TA-50 required for deiloyment.

b. Aberdeen Proving Ground MD. Here I also received
professional service and received all chemical gear required for
deployment.
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c. HQs Co., VHFS. Two problems.

1). Deployment of IMA personnel. IMA personnel are
not in position to be deployed on a moments notice. The 1IMA
program is designed to supplement the active duty force that has
been deployed to a combat theater. If operational issues dictate
that requires an IMA soldier to be deployed, an extra two weeks
are needed to get the IMA soldier in a deployable status. Most
IMA soldiers do not have active medical files. All medical files
are kept at St Louis, MO. and must be locally constructed
requiring extra processing time. Also other personal actions,
i.e. wills, emergency data forms, Powers of Attorney, etc., take
time to process. IMA soldiers should be notified of impending
overseas movement as soon as operationally possible. Do not wait
to the last possible minute.

2). Personal Weapon. HQ VHFS is not equipped to
provide personal weapons to IMA soldiers being deployed. I had
to personally work the issue with the VHFS DOL to obtain a .45
cal pistol. Only by their good graces was this possible. HQ Co.
VHFS must take positive aggressive actions to ensure that a
soldier is properly equipped before movement into a combat zone.
I should not have to procure a weapon through the supply system -

the HQs Co. should.

5. POC for this memorandum is the undersigned, SELIM-PO,
extension 5077.

STEVEN A. WA2GXiR
CPT, AD
IMMC EOC
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SELIM-EOC 12 June 1991

MEMORANDUM FOR Director, IMMC

SUBJECT: Lessons Learned - DESERT SHIELD/STORM

1. Per memorandum SELIM-PO, Subject: Lessons Learned - Deployed

Personnel, the following is submitted:

a. Stephen Vincent Pellissier, 1LT/02, Branch: Signal

b. Period of deployment: 1 Jan 91 to 22 May 91.

C. Description of duties: Initially, site chief for the IEW
SRA II at KKMC and ACOR for the $3 million Mantech contract. Later
assumed responsibility for all IEW SRAs in SWA.

2. SYSTEMS/EQUIPMENT ISSUES:

a. Reliability - All systems and equipment were reliable with
the exceptions of the M1015 Cargo Carrier for the AN/MLQ-34 and the
Shelter Mounted Unit for the AN/TRQ-32.

b. Performance - Overall, the performance of individual IEW
systems electronic components was excellent. Many failures
encountered in this theater were a result of problems normally
unreported; but since the units were going to war, all problems
surfaced with urgency. Other significant reasons for equipment
failure and persistently deadline systems stemmed from:

1) A lack of trained/knowledge maintenance personnel. Not
every 33T can (or should be expected to be able to) repair every
piece of IEW equipment. Further, these same 33s were also
constantly assigned additional tasks (guard duty, patrols, etc.)
which, as a result, detracted from maintenance time and/or sleep.
This training/knowledge problem is also evident in the maintenance
battalions where the Ml015s are repaired. In an arena where tanks
and Bradley fighting vehicles are the priority for repair, Ml015s
often have the lower priority for both parts and mechanics. (A
monumental reason for getting a more common carrier for IEW
systems!)

2) A lack of LRUs and piece parts for repair. IEW LRUs have
always been in low density - which makes repair difficult during
peace and even worse during war. We are extremely fortunate that
in this war the enemy lacked intelligence capabilities and we
controlled the battle. Had this been a prolonged battle, our IEW
spares would have been depleted in a short time, which would have
severely crippled our intelligence gaining capabilities. Another
indirect problem with spares is that aviation units lacked the
ground transportation vehicles to carry their spares.



3) Most MI BNs were tasked (in training and war) to keep up
with the faster moving tanks and Bradleys. In the desert terrain,
most vehicles can move quickly, but still cannot keep the tanks.

c. The outstanding/noteworthy/performance issues are as
follows:

System: Tacjam, Trailblazer, Teampack (H)
LRU: M1015 Cargo Carrier
Problem: Transmission and engine. Problems stem from the

lack of trained maintenance personnel, the priority for repair and
parts, and the MI Bns not coordinating with their support
maintenance battalions.

System: Tacjam
LRU: M1015 Cargo Carrier, Generator
Problem: With the 60 KW generator, the primary problem is the

PRU which requires alignment to compensate for the load applied.
Again, problems stem from the lack of trained maintenance
personnel, the priority for repair and parts. There is a new solid
state switch for the generator which is reportedly successful (ref.
SFC Miller, TACOM M1015 expert).

System: Tacjam, Trailblazer
LRU: R2144 receiver
Problem: The theater is basically zero balanced for these

receivers. Luckily, each Tacjam has one "extra" in the system. A
possible cause of the high failures could be because these
receivers are swapped while power is still applied to the system.
Apparently, the Navy is the PICA, and B46 is unauthorized to send
them directly to the manufacturer for repair. This should be
changed to support the units.

System: Trailblazer, Teammate
LRU: R2143 receiver
Problem: Again, the theater is basically zero balanced for

these receivers. A possible cause of the high failures could be
because these receivers are swapped while power is still applied to
the system. Apparently, the Navy is the PICA, and B46 is
unauthorized to send them directly to the manufacturer for repair.
This should be changed to support the units.

System: Teammate
LRU: Shelter Mounted Unit
Problem: The primary problem seems to be in the voltage

regulator which burns out at a high rate.

System: MSQ-103
LRU: Video Display Unit (VDU)
Problem: Historically high failure, but repairable at the GS

level.

System: MSQ-103
LRU: Mast Head Switch



Problem: Zero balance in theater.

System: TRQ-32
LRU: HGAC Control Panel
Problem: Chip U2 on the control card.

System: Quickfix
LRU: Dipole Antennas
Problem: Breakage primarily due to hard landings.

System: TLQ-17A
LRU: Power amps
Problem: High VSWR caused by an impedance mismatch when

operators use the whip antenna instead of the LPA. This burns out
the transistors in the power amps.

System: TLQ-17A and TRQ-32
LRU: Air conditioner
Problem: The heat encountered during the summer caused the

operators to run the air conditioners for up to twenty minutes
before the mission equipment could be powered up.

System: TRQ-32
LRU: Dipole Antenna Elements
Problems: The five (5) pronged connector on these elements

must be redesigned. The metal is brittle, and the connector is
cumbersome.

General Comment: It should also be noted that more emphasis should
be place on designing IEW systems to operate in the HF range. As
shown in this theater, HF a primary range in the EM spectrum for
DF, collection, and jamming. Luckily, there was time and funds to
react and modify some systems (i.e. SANDCRAB, the Eyering Antennas,
etc.).

3. LESSONS LEARNED

a. CONTRACTOR SUPPORT

DISCUSSION: During OPERATIONS DESERT SHIELD and DESERT STORM,
CIMMC depended heavily upon contractor support.

PROS
-The contractors got the job done. Given the field

conditions, the lack of available parts, and the urgency to repair
equipment, they accomplished the overall mission.

-I had few complaints/problems while under attack. During the
months of Jan and Feb, we had numerous SCUD attacks at all hours of
the day. All this time, morale remained high.

-They were good workers, willing to do additional duties on
the compound as necessary (ie forklift, latrine detail, power
generation, etc.). Most of them were prior 33Ts (El to E4) so they
understood military situations and had prior training. We were
very fortunate to have a good group of guys.



-They required minimal supervision for normal activities. It
was a credit to the site managers and management supervisors that
there was no need for me to monitor the day to day operation of the
SRAs.

CONS
-Most of them were not qualified to be senior technicians,

even though that was the position they held. Some of the
contractors that actually were qualified senior technicians
resented the fact that Mantech had hired personnel which were less
than qualified. (This bothered the senior technicians because it
deflated their status.) Anyway, I feel it was incorrect for
Mantech to hire unqualified personnel.

-The cost for ICS was much more than the quality of work.
From the discussion above, for example, Mantech charged the
Government for senior technicians, yet that is not what the
Government received.

-The contractors were not trained in using the Army System to
accomplish tasks (i.e. movement and lift of equipment,
requisitions). Too often the contractors relied solely upon
subcontracting and local purchase to accomplish tasks that could be
coordinated by using the system.

-Contracts are not flexible enough to provide optimal support
in a fluid environment. It took entirely too long to modify the
Delivery Orders, get it through legal, negotiated, and awarded to
provide prompt support. Additionally, there were times when I
needed the contractors to change focus as the situation changed,
but it often took coordination all the way back to VHFS. Case in
point, when KKMC became the center of gravity in the KTO, I needed
more support at SRA II. If I had a team of NCOs instead of
contractors, I could have simply told then to come up; however,
with the contractors, I had to get approval from CONUS first.

-Civilians do not belong in a combat environment. 1) They
become a liability for which soldiers must provide protection,
food, lodging, training, etc. 2) Being outside the military, they
are not bound by Army regulations and, therefore, are not required
to follow orders. 3) The civilians themselves are at risk because,
being noncombatants, they cannot protect themselves. 4) The
contractors' insurance (health and life) hindered their
effectiveness since it did not cover them in Iraq and Kuwait
(initially anyway). As such, I could not require the contractors
to go on contact missions in Iraq and Kuwait (luckily, some of them
volunteered).

BOTTOM LINE: There was nothing the contractors did to support the
MI units that a similarly equipped team of NCOs (EG from NETT)
could not accomplish for much less hassle, time, and money.

LESSON LEARNED: Contractor support is like the welfare program:
Initially, it was needed to supplement green suit support or to
support a newly fielded system. However, as time has passed, we
(and the unit commanders) have come to depend exclusively on
contractors for support. We write statements of work that demand
highly professional work, pour millions of dollars into contracts,



and end up having ex-military technicians so the same work that
soldiers can do. In the end, only the corporation (management
level contractors) wins.

SOLUTION: Effectively utilize contract support by using them only
when necessary (ie during fielding of new systems or when the
expertise does not exist in the military). At the same time, force
the military technicians to do their job without the crutch of
having contractors to back them up.

b. Military Technicians (33 MOS)

DISCUSSION: In the past few years, the standards for becoming a
33T (Electronics Technician) have been lowered, thereby allowing
more people in the field to fill slots.

PROS
-There is no critical shortage in the MOS
-More minorities are in the field

CONS
-Soldiers entering the field are not truly qualified. At

school they are not provided adequate education.
-Soldiers have come to depend upon contractor support.

LESSON LEARNED/SOLUTION: Provide adequate training to soldiers and

force them to utilize their capabilities to do their job.

c. FIELDINGS

DISCUSSION: Program managers for all systems saw DESERT SHIELD as
a perfect opportunity to field new system upgrades using DESERT
SHIELD/STORM funding. Unfortunately, the units were busy trying
to get the equipment already on hand ready to go to war.

PROS
-System upgrades which were previously unavailable due to lack

of funding could be fielded.
-Units received much needed upgrades.
-Some fieldings worked out great. For example the Sandcrab

was a definite combat multiplier for the coalition forces and the
TROJAN fielding provided excellent COMMS worldwide.

CONS
-Units did not have the time to stop training for fieldings
-Some fieldings were incomplete; often the fielding lacked

spares. Case in point, the chemical protective equipment (CPE) for
TACJAMS: The fielding team went to the 101 MI DET; They pulled
LRUs out of the systems (and left them in the sand and rain);
damaged the connectors; drilled holes in the shelter to mount the
CPE (but didn't mount the equipment); then realized that they did
not have the complete MWO Kit - they left the unit in that state.
Later, they returned and mounted the equipment they had, but it was
still incomplete. The unit had almost two weeks of down system



time because of this fielding. When the word got out to the other
units, they didn't want the CPE.

-Maintenance personnel often did not receive adequate training
to maintain the upgrades.

LESSONS LEARNED/SOLUTION: Wartime is a bad time to field new
equipment. Program managers must commit money for new fieldings
during peacetime so they are not playing catch up at the eleventh
hour.

d. TEST PROGRAM SETS

DISCUSSION: IMMC fielded IEW TPSs to the EQUATE units in SWA.
Unfortunately, the timing was bad. The units received little
training and many of the TPSs were incomplete. Rather than giving
my impression of TPSs, I took the following notes from the NCOICs
of the 150th and the 153rd EQUATE Dets:

-The TPSs in the MSM-105 work for other systems (Firefinder,
UGC-74), but not for the IEW systems.

-The plug-in modules have a design flaw: they slide down
(against the contacts) rather than in the direction of the contacts
as shown below:

t>t ........

v

as it is as it should be

-The TPSs need to be physically designed to fit the MSM-105
system. For example, cables and probes sometimes did not reach the
connector ends. The confined space within the maintenance van also
needs to be a consideration.

-The software is inflexible: 1) The operators were unable to
restart a segment of the TPS; instead, the entire module had to be
restarted. 2) There needs to be more entry points, and the
locations of the entry points need to be listed at the top of the
program. 3) When a box is repaired the operator should not have to
restart for initial verification.

-There was no access to compiler. Some MSM-105s had compilers
loaded, but the soldiers did not have the passwords.

-The software sometimes told the operator to "wait". Instead,
it should display how long the operator has to wait and what the
program is doing. As it is, the operator has no idea if the system
has crashed.

-The TPSs lacked flexible specifications (ranges of tolerance)
for compatibility with hot mock-ups. Also, sometimes when the
voltages were shown to be in acceptable range the TPS failed.

-TPSs were incomplete, lacking extender cards, power supplies,
card pullers, and cables.

-Manuals and software misidentified parts (ie software called
for a -1 part while only -2 parts were in the boxes). While this



is not a major problem, it adds to the overall confusion in running
TPSs.

-To effectively operate the MSM-105 operators need level 40
manuals, and for trouble shooting, level 20 manuals are needed for
each system.

-TPSs need to keep up with the design changes made on systems.
For example, the differences between the GTE and AEL TACJAMs are
not compensated for in the TPSs.

-If EQUATE detachments are required to support IEW equipment,
they need the EAPSL and the authority to requisition repair parts.

LESSONS LEARNED: TPS packages need to be thoroughly verified and
validated prior to fielding. The time required to run a TPS and
the restrictions of the software do not lend themselves for use as
a tool for repair nor do they operate effectively in a battle
environment. Moreover, if the money that has been spent on TPSs
for the past ten years had been spent on spares, there would have
been no shortages on spares and repair parts in SWA.

SOLUTIONS: From an engineering aspect, the concept of TPSs is a
great idea. The capability of feeding input signals ana monitoring
the outputs of electronic devices is a powerful troubleshooting
tool. However, due to the complexity of TPSs, the skill required
to operate them, and the knowledge of electronics required to
interpret the output, it is inherent that people will be slow to
accept them. Therefore, this Center MUST insure that a complete,
fully tested product is fielded anu that there is ample time to
train the units on their operation.

e. SUPPLY:

DISCUSSION: The CECOM community as a whole in SWA spent an
inordinate amount of time assisting the units in expediting NMCS
requisitions and developing push packages to ensure continuing
support with respect to maintenance requirements. By assisting the
many units in Saudi Arabia, CECOM-SWA became the resident experts
on the in country supply system and spent many hours at the
numerous APODs and supply support activities identifying for the
support personnel the correct customer.

One thing that needs to be expressed is the impression the
units have developed towards the NICPs. I noticed it in SWA, but
it probably holds worldwide. No matter how many push packages were
sent or requisitions were filled, the MI units in SWA never felt
comfortable with the number of spares they had at any given time.
They always felt the item managers were holding back LRUs, rather
than filling requisitions (this comes, in part, from the numerous
cancellations of requisitions). As a result, units developed a
sense of animosity and mistrust towards the NICP and the item
managers. Unfortunately, I'm sure the item managers did everything
they could to release as much stock as possible to the units. The
lack of IEW LRUs in SWA could not be pinpointed to one reason;
instead, it was due to a number of reasons, some of which are shown
below:



- There is a low density of LRUs in stock. Thus, if some of
these LRUs are in the supply pipeline, a shortage is seen by both
the item managers and the customer units.

- The MI systems were heavily utilized. Leading up to Desert
Storm the MI units were training with the armor units just as they
planned to go into battle. Thus, the units were in a situation
where they were not cheating on their readiness reports as done on
ARTEPs. Additionally, training as they were, the units were
pushing the carriers to their limits in trying to keep up with the
faster moving tanks and BFVs.

- Problems with turning around equipment sent back to the
NICP. For example, the R211: and R2144 Receivers were in extremely
short supply: Mantech had returned over 50 to the NICP, the units
had no spares, and were starting to canabalize systems to gain
stock of the receivers.

- Frustrated Cargo. A lot of equipment shipped to SWA never
reached its destination. Units were moving so often that they were
unable to wait for equipment. Thus, the yards in Dhahran, and even
KKMC, filled with acres of frustrated cargo. Additionally, the
tech supplies to which most of the SRAs' and GS Dets' equipment was
sent would have "moonlight specials" prior to relocating. Thus,
if you weren't keeping a constant watch of their incoming
shipments, you may miss out.

LESSON LEARNED/SOLUTION: The item managers need to win back the
trust of the units. The units need to feel that the item managers
are acting in their best interests. The best way to do this would
be to send the item managers on TDY to visit the units and gain an
appreciation of what the units mission is and how they go about
accomplishing it. Additionally, adequate spares must be purchased
with the systems up front so they're available when needed.

f. DEPLOYMENT OF A TDA ORGANIZATION:

DISCUSSION:

Personnel - There was no guidance for processing for
deployment except in fragmented bits and pieces. Moreover, the
garrison was incapable of processing personnel: CIF did not have
adequate stocks of TA-50 (to include protective masks and MOPP
gear!), the arms room did not have ammunition, the health center
did not have serum for shots. Luckily, the 201 MI BN issued me TA-
50; otherwise, I could not have deployed.

Communications - Communications with the units was difficult
at best. The TO&E units in SWA were normally equipped with the
AN/VRC-12 series FM radio. The IEW SRAs, and all of AMC for that
matter, did not have these radios, and relied on other means of
communications. While the units were stationary, the tactical
field phones provided by the Signal Battalions were about 60%
reliable, but the only reliable way to contact the units was to
drive out and meet them face to face.

Until the CECOM-SWA aceived the Goldwings, communications
among the SRAs was also unreliable and difficult. Prior to this,



SRA I had only commercial access, SRA II had only tac phone access
(with limited cellular phone access), and SRA III had commercial
and tac access. Thus, the Goldwings were a definite success for
communications among the SRAs.

LESSON LEARNED/SOLUTION: TDA organizations should not deploy
personnel to hostile areas unless they are willing to insure the
individuals are properly outfitted for survival. This should be
the organization's responsibility, not the individual's.

RECOMMENDATION: It may be possible, considering the distance HF
signals propagate, to establish a Goldwing network among the IMMC
readiness office and the SRAs currently in operation. Then, if the
situation arises again where an SRA needs to be established in a
remote area, communications between it and IMMC could be made via
Goldwing.

4. POC for this action is the undersigned.

5. CECOM Bottom Line: THE SOLDIER.

STEPHEN V. PELLISSIER
ILT, SC
OIC, EOC
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SUBE: Lessons Learned - Deployed Personnel

Director, Strategic Systems, ATIN: MSG Bender

FtR (Chief, Plans, Policy, Systems, and Budget, Ops Div, ATIN: Chief, EDOC

1. The following information is provided regarding my deployment to SNA in
support of Operation Desert Shield/Desert Storm as well as my tour in the
Empergency Operation Center (EOC) at USACIMC after my return from SWA.

a. Name: ENDER, ROBERt E. MSG/E-8 33Z5M

b. SWA Deployment: 2 Sep 90 - 26 Nov 90
EOC: 15 Jan 91 - 24 Mar 91

c. SWA Deployment: Initial NCOIC of SRA I. The purpose of my trip was to
help set up SRA I, make unit contact, and ensure full operational support from
the SEA to all in-theater supported MI units.

d. Systems/Equipment Issues:

(1) Reliability - I feel the electronics of the big six IEW systems
held up better than anyone could ever imagine. The hardware itself, operating
under extreme heat conditions, the massive movement both from CONUS to SWA as
well as movement throughout the desert, caused few problems for the technicians.
This, however, was not true for the prime movers of these systems. Major
vehicle problems and generator problems (caused by the sand and terrain)
resulted for the highest percentage of down time on the IEW systems. It
appeared to me that in the early staes of deployment that very little
cm=ncation between command elements (TACOM, AMCCC, C MICCM, etc.)
existed which resulted in very poor support for the vehicles and system
generators. This rapidly improved over time.

(2) Logistics Support - As far as the end item part availability for
the big six IEW systems, I feel we were well stocked in tLXs after the initial
push packets were shipped to the SEA. The communications between CONUS and the
SRA were good through Mantech; better after the SRA got their own telephone line
and nuch better once the SU was keyed and the FAX machine arrived. The in-
theater commiunications was a disaster. Initially, the only means of
communications between the SEA and supported units was actual visits to the
units by the SEA team or to the SEA by the units. This made for a very trying,
hit or miss environment. As we traveled to a unit with repaired I/is, we did
not know if they had any other defective equipment until we arrived at their
site. With advance notice, we could have brought needed !LaJs to them. This was
fixed when the SRAs received the GOIDQING system to ccnmuucate from one SRA to
another, as well as to the units, as they already had GOLtWIMG systems.
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Transportation initially was the least of our problems as most of the units were
staged close to the SRA. After more units began arriving, and they were placed
througout the desert, transportation started becoming a problem because as the
units began setting up in operational areas with their equipment, security
tightened. Contract personnel required military escorts initially to enter
these sites. A local policy requiring two personnel in every vehicle
(especially at night) really caused transportation problems as we were able to
visit only half the units in a given period of time when required to double up.
As the units moved further into desert areas, the requirement for four-wheel
drive vehicles came. These vehicles were very expensive and also hard to find
on the economy. As far as other logistical areas, better coordination between
Logistic Assistance Representatives (1ARs) and the units would have helped.
Same units deployed to SWA without any structured vehicle/power repair support
as in CMNUS environments, these repairs were done by the irstallation OLs.
However, the DOLs did not deploy to SWA, causing the military repair chain of
command to figure out who did what for whom - representatives from some
activities, i.e., TAOCM, CECOM, AUSC34, etc. - did not understand true
responsibilities in support of IEW systems, specifically the vehicles and
generators. Often times they addressed the entire system as an IEW system,
including the vehicle and generators. This created allot of trouble initially
as most system failures were due to vehicle/generator problems.

(3) Processes - The preparation for deployment seemed totally
uncontrolled initially. Without having a firm concept of what needed to be
done, little planning for a team to deploy could be done. Support agencies on
post (TAG, MEDDAC, PSC, HQ Co) seemed eager and well prepared to support our
soldiers for deployment. Training on NBC and weapons was provided to the
initial deployment team by HQ Co. Personnel identified for initial deployment
were qualified, processed, and equipped to depart. However, this took quite a
bit of coordination with DOL, CIF (both VHFS and CE024), and HQ Co. In being a
TaA organization, the authorization for required equipment did not exist.
However, after the initial team deployed, and problem areas were addressed, I
feel that action to improve these deficiencies could have been better. It
seemed as time went on and new procedures were established for deployment
(Aberdeen), things got worse instead of better. Weapon support and NBC support
were very poor and needs to be looked at hard for future possible deployments.
Also, a regular program of pre-qualification and readiness of deployable
personnel (correct MOS, grade, physical profile, extreme family problems/
circumstances.) should be evaluated and updated on a continuous basis. Using the
correct soldier to accomplish mission may mean degrading a function of a
specific directorate at the time, but we must qualify and train personnel to
assume these duties in the absence of that particular soldier/civilian.
Although the workload and mission requirements centered on SWA during the recent
months, the mission support for other agencies/missions continued by USACIMMC.
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(4) EXC - The EOC was a grat corcept and accomplished more than one
can imagine. Haoever, it appeared from SWA that it was hard to figure out who
was in charge. Many tim• when questions/taskrint were sent cu F ra the SRA,
it took forever to get an answer or instead of getting an answer, you got more
questiois. Ths inproved throagh tin but still semed• frustrati. In workMi
in the EOC, it sametimes seemed that a priority system would have helped solve
so issues. Sae taskirgs seemed to stay on the open action log for quite
sanetime without any response. Although soae issues prbably sewd unimortant
or minor to some people, I'm sure it was inportant to the person generatmig the
request. I just feel that those who served there, especially durig Desert
Storm, were deserving of our total attention and interest but it seemed that the
longer we were there, the less the interest back here seemed. Maybe that was
human nature, but could we have done better?

2. POC for this action i3 the undersigned, SEIM-S, extension 5121.

3. CEOCK Bottnm Line: 'IE SOLDIE.

MSG, NCOIC
Strategic System Directorate
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SUBJECT: Lessons learned - Deployed Personnel

1. The following information is provided regarding my deployment to SWk

in support of Operation Desert Shield/Desert Storm.

a. Name: STALEORD, MICHAEL T. SSG/E-633T30

b. SMA Deployment: 20 Oct 90
20 Nov 90

16 Feb 91
13 May 91

c. Purpose of trip ending 20 Nov 90: The goal was to field the
TSQ-138 to the 124th MI EN. This unit received only a partial NET
before they deployed.

d. Purpose of trip ending 13 may 91: NCOIC for SRA II, provided
technical support for all of theater, worked supply issues for units.

2. Systems/Equipment Issues

a. Reliability - Given the extreme weather conditions foa SWA,
temperatures ranging between 50-130 degrees fahrenheit/sand storms, the
equipment within the realm of the big six IEW systems performed far
better than expected.

b. Performance - All of the big six acccmpL shed their
individual missions. However, certain types of equipment were more
valuable than others. The TSQ-138 and the TR4-32 had great collection
missions, but since the Iraqi army prefers using HF over VHF our DF
capabilities with these systems were limited. The Ml015's were the
biggest downfall for the entire big six. They were constantly in need
of maintenance and the on board 60KW generator was inoperable
approximately 50% of the time. Units with the TSQ-138 had problem
maintaining convoy speeds because of the combined weight of the M1015,
the electronics shelter and the TSU-138 (Trailer Support Unit). The
average maxim=i speed of the system was about 20-25 MPH. Same units
even went so far as to send the TSQ-138's in separate convoys because
they couldn't keep up. The Air-conditioning within the TSQ-138 worked
extremely well. This was due to the low humidity. Even though it was
130 degrees the A/C did not fail.

c. Problem areas - One problem area is the vulnerability of the
air-conditioning within the TSQ-138 and MEQ-34. On both of these
systems, the A/C is mounted outside of the shelter, and therefore,
susceptible to small arms. During the battle the FLOT was moving so fast
that sometimes the IEW assets were closer to the front line then they
should have been. The 533rd had a MLQ-34 that took an AK-47 round in
the A/C; the round punctured the freon line. This disabled the A/C and
in turn also disabled the whole system. The freon lines are made of a



Vetal tubing and have to be brazed, not welded, to be f xed. Not all
units have this capability. Also, it takes a small crane and
approximately 3 personnel to remove an A/C from either a TSQ-138 or a
MLQ-34.

2. Logistics Support

a. Parts availability - One concern is the availability of the
UYK-64 computer and the UYK-10 expansion chassis. That was a high
failure item and there were some systems down waiting for UYK-64's and
UYK-10's.

b. Delivery time - One of the biggest problems during the war
was the amount of time it took parts to get to the units once they were
ordered. The IEW DET' s were constantly moving and did not always use
the same supply companies. The 158th for example had parts ordered
under 6 different DODAAC' s. Once these parts came into country there
was no saying how long it would take those parts to get the units. The
parts would just sit in a supply company's yard until someone to and get
them or they were handed out on a first come first serve basis (That
really did happen). We had MANTECH personnel searching the yards daily.
We did find sate shipments, but there were still a lot of shipments that
were not found even after the war.

c. Maintenance flow (units and DET' s) - Another major problem
concerning logistics support was the amount of distance between the
units and the DET's. When the war broke out, same of the MI units
missions took them more than 10 hours driving distance form their
supporting DET' s. The lines of IEW support were not in place. We are
very lucky that the ground war did not last any significant amount of
time.

d. Technical assistance to DET's and units - The contractors
fromn MATECH initially were not allowed to enter Iraq or Kuwait. If
they were to enter one of '"!'ose ccuntries and get killed, the company's
life insurance policy woulu not cover then.

e. Mobility of SRA II - The SRA II should have been more mobile
than it was. Granted, it was nice where we were at KKWC. But, the
mission always comes first. Listed below are some of the reason why SRA
II was not mobile:

o No trucks to move their vans
o No support vehicles (HMMWV's) - Contractors had rented

vehicles
o Life Insurance policy - Contractors
o Willingness to go - Only a few contractors would have

gone north if told to do so
"o Per Diem - Contractors
"o Production control Maintained inside the foam dome
"o LRU's awaiting pickup and awaiting maintenance located

inside the foam dame

f. Communications - This was major problem during operation



desert shield/desert storm. Problem areas included communications
between:

o SRA II (KMQC) and SRA I (Dhahran)
o SRA II and VHFS
o SRA II and SRA III (Riyadh)
o SRA II and suppoted units
o SRA I and supported units

g. Transportation - Problem were encountered when trying to
find the unit in the middle of the desert. We ware issued two LAN's
(Global Positioning System), but the specifications of the equipment
matched those of being in a boat. The LAN was not to be kept in a hot
location, or be subject to excessive vibration. Needless to say that
the LAN's were not used.

3. Processes

a. Deployment Preparations - Problem areas included:
"o ThA-50
"o Vaccinations
"o Units not taking all of their equipment
"o Carc paint on the antenna's - hinders DF capabilities

b. Training - Units are not using sustainment training. When
the New Equipment Training Team fields a system to a unit, the team
leaves a copy of the training materials used to teach the course. The
campany ccmmanders are not using these materials to their fullest
extent. Another issue that needs to be addressed, is the maintenance
shops are not cross training their 33T's to other IEW systems, they are
only allowed to work on one system. If that soldier dies, what will
that unit do?

Another major problem ernountered before and after the war
was the units sending back LRU's to the SRA's that the units had the
capabilities of fixing. This wasted time and government dollars.

4. Solutions

a. A majority of the problem listed above could have been
minimized or caipletely taken care of if there had been better lines of
ccmmunications. If each maintenance shop had direct cammunications with
the SRA's and the DET' s that would give real time data to work supply
and technical assistance issues. This could have saved the government
an exurbanite amount of money on usage of time, vehicle, and man-pcowr.

b. There should have been a secure ccumunications link between
Vint Hill Farms Station and the SRA's in Saudi Arabia. A system along
the same lines as that of the Goldwing would have been suitable. This
,ould have been ideal over the use of the car phone or passing of

information through SRA I for the following reasons:

"o Real-time cammunications
"o Secure Cacmunications
"o Amount of data that could have been passed at a time



o Cut down on the dis-information
o Cost savings of an extxrai amount
o Record of all passed information
o Stress on the human body

c. 33T's should have been used instead of contractors for the
following reasons:

"o Cost of the contract to the Goverxment
"o Most of the contractors are_ ex 33T's
"o Contractors can quit whenever they want
"o Living quarters of contractors have to be in accordance

with the contract (contractors lived in air-conditioned trailers,
military lived in army issue tents)

o Contractors not trained for a wartime environment
o Bad impression on soldiers in the units (When a soldier

in a unit sees a contractor dressing in non-military clothes, hair not
cut to military standards, and knowing that they are making more money
than they are, they get the feeling 'Why should I stay in, when I can
get out and do the same thing for more money, and not have all of the
hassles of the arny.'

The Army has spent a lot of tine and money training the
members of the 33 CMF to be the best in the IEW community. When the
go3trnut goes out and contracts the work out, it diminishes the pride
and the esprit de corps of the 33 CMF.

4. POC for this action is the undersigned, SELIM-TE, extension 6521.

5. CECOM Bottom Line: THE SOLDIER.

MICHAEL T. STALFOR
SSG, USA
New Equipment Training
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MEMORANDUM FOR: MR. Robert Hirschhorn 10 April 1991

SUBJECT: Desert Shield, Desert Storm Trip Report.

PURPOSE: To Provide Operation Desert Shield, Desert Storm Information.

REGUESTED DISTRIBUTION FOR ENTIRE REPORT:

AMSEL-LC-RE-LA-E: Mr. Curtis Anderson
AMSEL-LC-RE-LA: Mr. David Sharman, Mr. Richard Adas
AMSEL-LC-RE-LA-IAN: CW3 Mike Roltgen
AMSEL-LC-RE-LA-C-STEW: Mr. Marvin Knight
AMSEL-LC-RE-LA-C-BRG: Mr. Larry CroMer
AMSEL-LC-RE-LA-C-HOD: Mr. Ross MacIntyro
AMSEL-LC-RE-LA-C-HUA: Mr. Larry Bourne
AMSEL-LC-RE-LA-E-NBG: Mr. Joe Rudewicz
AMSEL-LC-RE-LA-E-NEL: Mr. Mose Early
AMSEL-LC-RE-LA-E: Mr. Bill Faux

REGUESTED DISTRIBUTION FOR TRIP REPORT WITHOUT APPENDICES:

SELEM-RE: Readiness Directorate Personnel
SELCI-DC Mr. Larry Sheuble

POC: CECOM LAR Bruce Stees, Fulda/Wildflecken, ETS 321-3417

DESERT SHIELD - DESERT STORM TRIP REPORT

1. SUPPLY OPERATIONS:

I.A. Requisitioning Problems:

1.A.1 Requisitions were submitted manually until the automated
supply systems were in place making telephonic requisitionino the norm
rather than the exception. Conducting audit trails in qWA was eytremp.v
difficult.

1.B. Materiel Identification, Routing Problemc:

.. B.1. Most of the thousands of pallets were identified and routed tn the
correct supply support activities. Missing labels and parking
lists due to the sun, wind, and rain accounted for the ma.iority of the
identification and routing problems.



I.C. Supply Support Activity Problems:

1.C.1. When orders were given to reposition, some units were assigned to
a different SSA. There was little or no reconciliation of units
requisitions from the former SSA to the present SSA. There was little or
no effort Made by the former SSA to transfer the Materials it received
for the unit to the units present SSA.

1.C.2. It was incumbent upon the units to Make frequent visits to their
SSAs as the SSAs had little or no transportation to deliver materials, nnr
did the SSAs attempt to notify the unit that unit materials had been
received. Log Base Receiving Points and Field Landing Strips had
rows of pallets identified for divisional units, however, no effort was
made to notify the units. The CECOM LARs who routinely visited the'e %itps
informed the units of the location and amounts of materials, and elevated
the issue to the CMMC for resolution.

1.C.3. Requisitions submitted by CECOM SWA personnel were filled and rotited
to the 503rd support group. It was incumbent upon the CECnM LAP% to
routinely visit the 503rd to glean the yard for CECOM materials.

1.C.4. When in-theater repair capability is not available, unit readiness
suffers. More spares are required to compensate for thp lona lead time

or those LRUs that Must be shipped out of theater fnr repair. This i•
aspecially true when the LRU is PICA to and repaired by another service
branch.

2. WEAPON SYSTEMS PERFORMANCE

2.A. AN/MSQ-103C Teampack: The Teampack proved to bp one the MT Units mnot
valuable assets. The Teampack was deployed with the AN/TSO-138 Trailblazer
with both systems obtaining primary power from the TrailbIa:er's 30KW Trailer
Support Unit (TSU) Generator.

2.A.I. AN/MSQ-103C Problems, Solutions, Recopindatio.ir/Action

2. A. 1.A. Problem:
SWA temperatures were 23-35 degrees from 1800 to 1100 hotirs, and up to

65-95 degrees from 1200 to 1700. Operating personnPl uSed the Air
Conditioner for "Personal Comfort" rather than its intended purpose of
sustaining equipment performanc. by cooling and filtering thp savr prosent
dust.

2. A.I.B. Solution:
Unit personnel were instructed to use ihp Air Conditioner for

the sustainment of the Teampack Weapon System, and to clean the AC filtprz
twice a week.



2.A. l.C. Recommendations/Actions:
Teampack is being deleted from inventory.

2..A.2.A. Problem:
The Tearpack requires a precise (microvolt accuracy) alignment of the

Receiver, Frequency Synthesizer Head, Frequency Control Unit, and Masthead
Switch when an "phase lock" error is determined. DS units and the
Logistics Assistance Representatives (LARs) were not provided the
required TMDE, Technical Manuals, nor training to perform the crurial
alignment in the field. The Tactical concept of "Black Box Rwappinn"
can not be accomplished when a Weapons System requires an "In Syste;"
field alignment under wartime field conditions. Contractor% should
not be expected to perform field alignments in a hazardous wArtime
environment.

2.A. 2.B. Solution:
The Receivers, FS heads, FCU, and Masthead Switch were

turned in together to be aligned as a "system. Once receiveud,
the aligned LRUs were installed and the calibration data was loadad
into the data processor on site. An operational check rpturnpd the
system to mission capable within the frequency bands of interest.

2.A.2.C. Recommendations/Actions:
The Teampack is being deleted from inventory.

2.B. AN/MLO-34 Taciam: The Taciam primarily served as an intercept system.

2.B.1. AN/MLO-34 Tacjam Problems, Solutions. Recommendations/Actions:

2.B.1.A. Problem:
The M1015AI On Board 60KW Power Generation System plagued the Tacjam's

readiness. Most units did not have the LRU% required to effect DS repair.
GS support groups had no 60KW generator LRUs, piece partq, nor the training
required to effect repairs to the M1015A1 Pnwer Generation System.
Incorrect diagnosis increased down time. The Theater did not have the
Generator Test Set required to effect repairs to the Generator System LRUs.

2.B. .B. Solution:
Experience and controlled substitution verified the faulty parts. A

Generator Test Set was requisitioned from Europe, unfortunately, it was not
in place prior to the Ground war. Sgt Miller, Europe's M1015A1 Guru,
and the 263rd's Chief Shields were instrumental in diagnosing and assisting
maintenance personnel in effecting repairs to the M1015A1 in VII Corps.

2.5B.I.C. Recommendations/Actions:
The M1015A1 Power Generation System readiness requires DS kinits stockaae

of all of the LRUs and common failure piece parts such as the flex drive
shaft, the angle drive unit, and the speed increaser switch. Recommend
that the units obtain the above parts and maintenance training.
Response and Action requested from: TACOM via B46 Readiness Directorate.
Request this information be published in the P46 "Hot Flash".



2.B.2.A. Problem:
An "In System" alignment of the Amplifier Control Unit, ann Exciter-

is requirea when these LRUs are replaced. The requirement to perform
an "In System" alignment negates the Fix Fast Forwara Maintenance concept.
DS units, GS units, and the LARs do not the Technical Manuals nor the
training tc effect the required "In System" alignment during Wartime.

2. B.2.B. Solution:
The Contractors performed the "In Syvstem" alignment prior to the

ground war, however, the contractor should not be expected to parforM
alignments in a hazardous Wartime environment.

2.B.2.C. Recommendations/Actions:
Recommend that the "In System Impedance Mismatchesm be identified

and corrected.
* Response and Action requested from: PM Tacjam, B46 Engineering Staff.

2.B2. D. Recommendations/Actions:
Recommend that DS level units and the LARs be provided with the Technical

Manuals and the training required to perform the "In SvYtfa' ACU and
Exciter alignment.
* Response and Action requested from: PM Tacjam, B46 Readiness Directorate.

AN/TSQ-138 Trailblazer: The Trailblazer performed its mission well.
.-a Linking was very successful which also served as a compttnicatirins link.

2. C.I. AN/TSO-138 Trailblazer Problems, Solutions, Recommendations/'Actions:

2.C.1.A. Problem:
Units did not have a full compliment of Magic Mast spares such as the

Pneumatic Control Assembly (PCA), the Hydraulic Control Assembly (HCA), and
the Distribution Box. There was no Magic Mast GS repair facility in place.
No Corps nor Theater Magic Mast spares were available for TrhailblAzer.
Sand and Dust bound the Mast sections hindering the raising and lowering of
the mast. host units did not have a trained 53DC9 MOS Magic Mast Mechanic.
A leaking Zero Degree Actuator device allowed the hydraulic fluid to
saturate a microswitch which prevented a mast from beina erected.

2.C.1.B. Solutions:
An AN/MLQ-34 PCA was used to replace a faulty Trailblazer FCA. A mast

drifted due to a faulty HCA solenoid, but the Mast could be repositioned
to compensate for the drifting. Units did not have the Magic Mast oiler
and Mast Restraint Kits required to lubricate the Mast Sections. Lubrication
was accomplished by squirting oil into the mast section holes. The Zero
Degree Actuator Device was removed and an additional "0" ring was installed
which stopped the leak. The microswitch was immersed in alcohol and cleaned
The m~ast was returned to operational following reinstallation of the Above
parts.

.C.1.C. Recommendations/Actions:
Recommend that units be provided a Magic Mast miniMal stockage list

for crucial LRUs and components. Efforts Must be directed towards ensuring
GS repair facilities are trained, stocked, and in place. Efforts Must he
directed towards ensuring that the 53DC9 is stationed at a Magic Mast unit.



The Zero Deqree Actuator Device repair and/or replacement at the D9 level
should be revisited.

*Response ana Action requested from: BI6 Engineer Greg MarcinrowicZ, B16
Readiness Directorate.

2.D. AN/TLQ-17 Trafficjam: This system was the workhorse and it performed
very well with no unresolveable problems at the DS levpl. Tt is reported
that the HF antenna enabled the Trafficjam (Sand Crab confinuattion) to
shut down Iraq Air Defense Communications.

2.E. AN/TRQ-32 Teammate: This system performed well. Data linkina was
very successful which also served as a communications link. The Teammate
was linked to Tcac via the Tiger.

2.E.1. AN/TRQ-32 Teammate Problems, Solutions, Recommendations/Actions:

2.E.I.A. Problems:
The Prime Power Generation S-_stem plagued the system's readiness. The

Shelter Mounted Unit (SMU), the Linear Actuator, and thp Powar Take Off
(PTO) accounted for the majority of the Power Generation ,*v~tpm prohler.
Motorpool mechanics cut the Power Generation System's wire• when
replacing the engines or transmissions.

.. E.i.B. Solutions:
Most units had adequate spares and experience to effect repairs to thp

Power Generation System. Units experiencing cut wires following enaine/
transmission replacement were instructed to recover the Magnetic cen.sor
from the removed engine and to refer to an operational Teammate fnr wirinn
identification.

2. E. l.C. Recommendations/Actions:
Until such time as the Teammate is mounted on the 200 Amp Ambulance

CUCV, units must send a Teammate experienced 33T into tho motorpool each
time an engine or transmission is replaced to ensure wirer are remnved and
tagged for identification- not cut by the mechanics. The 37T must also
ensure that the Magnetic Sensor is recovered. Request this information
be included in the B46 "Not Flash".

* Response and Action requested from: B46 Readiness Directorate.

". F. EH-6OA Quickfiy: Frior to the Ground War. fluickfix units were utnder
extremely tigont Air Force flight restriction. The Ouickfix became the Ground
MI units primary asset during the Ground War. The Dipole Antpnnas cracked
at an unusually high rate, however, adequate spares were available.

2.F.l. EH-60A Quickfix Problems, Solutions, Pecommendations/Actions:

2.F.l.A. Problem:
The Integrated Inertial Navigation System (TINS) was r.sponsihle for

iost of the ULuickfix's readiness problems. rhe 120 minute Gyro Bias
.ould not be performed in the windy field environment as error• were
introduced. Since there were few TACAN stations available, TTNS drift
errors could not be compensated, therefore, the Directional Finding (DF)
accuracy was greatly impaired. It is s;uspected that heat caused the
AN/IJYK-64 Navigational Processor Unit's (NPU) internal power Ftupply
to fail. rt was i-rported that IPUs werlP dUmVIng Memory.



2.F.O.B. Solutions:
The Pilots used Global Positioning Sets (GPS) to obtain precise

positioning data and input that data into the IINS, thereby relaxing the
requirement to perform the 120 Gyro Bias calibration. Installation of an
external GPS antenna would have required a complete 40 hour S'steiq
recalibration, therefore, the pilots held the GPS outside of the door
to receive positions which enabled the AN/ALQ-151 system to accurately DF.
The AN/UYK-64 used in both the Quickfix and the Trailblazer have identical
internal power supplies which are miodules. Controlled substitution of the
internal power supply modules, and fabrication of a J1l shorting plug,
returned a NPU and, ultimately, a Ouickfix to Fully Mission Capable.
The NPUs that were dumping Memory were found to have sand and loose
Circuit Card Assemblies (CCAs) which were returned to service by
cleaning and refastening the CCAs.

6.F.1.C. Recommendations/Actions:
Recommend that a GPS be installed in all EH-60A Ouickfixes and

training be provided to the 33R, pilots, and the LARs. Priority should he
given to the units facing possible redeployment.

X Response and Action requested from: PM Quickfix, PM EWRSTA, F'M AVRADA,
and B16 Readiness Directorate.

2.F.I.D. Recommendations/Actions:
Recommend that the AN/UYK-64 internal power supply module be assigned a

NSN and repair by replacement be moved to the PS Level.
X Response and Action requested from: B16 Readiness Directorate.

3. 1EW LAR

3.1. The Ground IEW LARs supported an averaoe of ,; ilI un its ,:.c:h and
traveled an average of 300-.0O kilometers per day.

3.:. The 18th Corps IEW LARs supported the fnllowina MT unit equipment:

Goldwing HF Communications
Tiger UHF Communications
AN/PF'PS-5 Ground Surveillance Radar
AN/TS-1-33 Intercept/Directional. Finding Sycrem/pata Link
AK/TLQ-17 Intercept/Jamming Systpm
AN/TRO-32 Tntercept/Directional Findinn Svst•ei/Pmi)a Link
AN/MLO-34 Intercept/Jamming S'ystem
AN/MSO-103 Intercept/Directional Fiodinn System
EH-6OA/ALQ-151 Tntcrcept/Directional Finding Svstem/flata Link/

Intercept/Jam•ier
RATT Rigs VHF Communications/Trletype
IHFR HF Commiunications
KY-57 Comser



KG-84 Comsec
Magic Mast Hydraulic/F'neumatir Mast Rvster.
AN/ALO-162 Missile Detection/Jamming Sv~ter
AN/ASN-132 Integrated Inertial Navigation Sv-tem
AN/PRD-1I Intercept/Directional Finding Sy-1em

3.3. IEW LARs also provided technical expertise and repairs on the MiOlSA1
(AN/MLO-34 Track carrier) Power Generation System, M1028AI
(AN/TRQ-32 carrier) Power Generation Systemi, and the MEP-114 Gfneratnr
(AN/TSG-138 30KW Generator) .n the absence of TACOM and TROSCOM LARs.

3.4. IEW LARs provided first echelon repair assistance, field fixes. work
arounds, ana recommended the redistribution of assets within the unit to
optimize the units readines-S.

3.5. IEW LARs provided the GS detachments, Corps, and Theater current
unit readiness data. In light of the low density of Mr assets, the LAR•
coordinated with the Corps to prioritize its MT unitA enablino the LARs
and the GS detachments to prioritize repairs and issue cpares.

3.6. IEW LARs daily gleaned the Log Base C Field Landing Strip (FI-S) for
B16 and B46 pallets and obtained pallet destinations. The LARP

irdinateJ witn support groups for the release of the CECOM palletq and
,rdinated transportation of the pallets resulting in approy~tatelv

4 pallets of CECOM products recovered.

3.7. Mucn consideration should be qiven to the IEW I.AR to weapon svqtem/unit
ratio. IEW weapon systems equal in complexity to most of the B16 weapon
systems. The B16 weapons system LAR is reiponsible for one to three
systems whereas the IEW LAR is responsible for some 9 weapon systeMs, 3
communications systems, and 3 avionics systems.

4. FIELDINGS

4.1. The noilowino equiprment/systems were fielded to MT units prior to
deployment or in SWA just prior to the war:

Chemical Protective Equipm'ent (CFE) for the AN/MIA-34
AN/UGC-144 'ecure Terminal
Fase (Upgrade)
AN/ALO-162
AN/APP-39A
AN/ALO-1.56
Global Positioning Sets
Stix
Hawkeye

iaoer



4.A. The Chemical F'rotectzon Equipment fielding for the AN/MI_0-34 Taclam
was plagued with problems. A urit reported that the DESCOM team assigned to
perform the installation left the site before completing the installation
leaving the removed Tacjam LRUs on the ground exposed to the elements.
The installation hardware package was incomplete. The Chemical Filter
was on back order. Some units did not accept the fielding.

4.B. The AN/ALQ-162 system was installed or, the EH-60A hy PM ASE. Pilots
reported that the system did not interface with the AN/APR-39A leavinn
them guessing the missile approach pattern. An MWO had been applied to 1-he
APR-39A and ALQ-162, however, no copies of the MWO were left with the unit
personnel nor the LARs. Little or no training was provided to the units
or the LARs.

4.C. One type of the Global Positioning Sets were repaired by a contractor
located in the CECOM SRA. Units were issued several different GPSs
and Loran for position locating.

4.D. The Tiger system was designed to interface the AN/TRQ-37 ai-,d Tcac.
Initially, the Tigers talked to Tigers only. The fielding team remained
in country and resolved the problems enabling the Tiger to perform its
mission.

The Stix. Sun, and Hawkeye systems are presumed to be NSA items.

4.1. Fielding Issues:

4.1.A. Fielders should coordinate with PEO, Theater, AHC, and the
MSC for all aspects of the fielding.

4.1.B. Units experiencing problems with any electronics contact their
CECOM LAR for assistance. Little or no effort wag made to include
CECOM LARs in the training or the fielding process. The CECOM LAR
expended mucn time and effort in tracking down the fielder in their efforts
to resolve operational and maintenance issues.

4.1.C. Fieldings should include complete packages, adequate qpares at the
unit. GS detacnment, Corps. and Theater. OperAtional and r.maintenance
training are paramount. The fielder should consider coord-r, ating and
providing in country repair capability or the additional spares to
compensate for the long lead time in shipping and repalring the systefi
components out of Theater.

4. 1.D. Much consideration must be given to increasing the units MTOE for
the additional operational and maintenance personnel, and transportation
requirements for the fielded system arid associated spare-. One gystem
being fielded to a unit may or may not requlre a MTOE change, however,
the fielding of many systems Surely requires a MOTE channe.

S S S *5 55*5 5XI SEXII•IIlI 555*I 5I~i 1II*5S *z*515*15z5S*S**15~



5. OBSERVATIONS:

5.A. If Technical Manuals state that repairs are accomplished by replacemant,
the unit should have adequate spares to effect repairs. Unit sparing should
be determined from historical data. GS detachments anO Theater should
maintain a complete sets of DX/Float spares.

5.B. Location of communications equipment antennas is critical to optimum
performance of the equipment. While unit concealment in deprmagions is
paramount, antenna placement above the depressions would optimize
communications. Additional Low Loss antenna lead in wire complete with
connector adaptors is required to locate the antennas above the
depression. No recommendations for Concealing antennas in a desert
environment can be offered.

S.C. Non Developmental Items (NDI) failed at high rate. Units aware of
the NDI high failure rate suspended operation of the ND! until the
Ground War in an attempt to reserve the NDI's limited operation for War
usage.

5.C.1. Several NDI high failure rate components wpre identified. The
high failures should be corrected by the manufacturer, or more reliable
components be purchased. Until the high failure rate component
issue is resolved, more spares are required to compensate for the long
lead time in shipping NDI items out of theater for repair.

5.C.I.A. The 158th GS Detachment is to be commended for the repairs this
unit effected to the MDI by controlled substitution when high failure
component replacements could not be obtained. The 158th maintained
the highest NDI readiness rates for their supported units in SWA.

5.C.2. Much consideration should be given to the conditions of acceptance
when NDI equipment is transitioned to CECOM. Considerations/assurances
follow:

5. C.2.A. NDI requisition demand history should be reviewed to determine
high failure rate components and resolution requested by CECOM as a
condition to acceptance.

5.C.2.B. NDI requisition demand history should be used to determine
CECOM stockage levels and procurement intervals.

5.C.2.C. LAR NDI equipment performance/readiness input should he ttsed to
identify Materiel Support Package (MSF), Supplv, Technical Manual,
and Training deficiencies. Resolution should be requested
by CECOM as a condition to acceptance.



Appendex A

LAR QUALITY OF LIFE IN SWA

A.I. The 8/158th AVIM and the 517th Maint units inherited the responsibility
of providing food and sanitation for some 60-70 civilians assigned to their
compounds. Of these, about 20-30 were LAO personnel. LAO, Dvna Corp,
Mantech, Agusta, and Martin Marrietta personnel accounted for approximately
25-40,"0 of the compounds combined military/civilian population.

A.2. Units were unprepared to handle the extra civilian burden and had to
reprogram their requirements for food, water, and sanitation facilities.
Additional unit personnel had to be detailed to provide civilian support
resulting in the units resentment towards its civilian population.

A.3. The units did not provide the additional manpower raquired to erect
shelters and construct bunkers for their newly acquired civilian population.
LARs erected tents, constructed and installed flooring (when wood was
available), filled sandbags, and constructed their own bunkers.

. The supporting units had no extra wiring to provide electrical power nor
.- Atra lighting kits required to install lights in the tents. Sorve LARs
purchased kerosine lanterns to provide light to enable them to write their
required Logistics reports until such time as they could obtain wiring and
lignting kits from other units that they supported. It took 1 1/2 weeks for
lights to be installed in the tents at both Kt(MC and Loa Base "C".

A.5. In an effort to ease the growing tension between the unit and its
civilian population, some of the LARs volunteered to assist the units in such
support efforts as burning fecal matter, disposing of trash, burning trash,
and obtaining and transporting kerosine fuel.

A.6. Military personnel reported that their clothes had been lost by the
Quartermaster laundry facility. Central Issue FacilitY accounts for LARs
were not in place. LARs concerned about the lack of replacep.ent clothing,
should their clothing be lost at the Laundry facility, locally purchased
plasric wash tubs, detergent, clothes line, clothes pins, and washed
their clothes by hand when water was available for clothes washinn.
Blackout conditions dictated that the washing of clothes be in daylight
hours. In order to maxiize the usage of daylight hours towards the
conduct of Logistics Assistance, LARs utilized local nation laundry
facilities whenever the laundry facilities were in route to the LAR's.
supported units.

A.7. Showers were available about every 2 days. LARs makina the most of the
vliant hours in the performance of Logistics Assistance duties often found
Sshower water supply depleted upon their arrival recultinn Ln the LARs

•etting a shower about once in 4 days.



A.8. Some LARs averaged 300-600 Kilometers per day traveling to and from the
units that they supported, Corps, GS detachments. field landing rtrips,
and supply support activities. The excessive traveling often ment
that these LARs missed the one and only hot meal offered at their "home"
compound that day.

A.9. Some LARs were directed by their MSC to deploy with the units that
they supported. There were not enough LARs to support each unit. There
was little or no LAR deployment coordination between the MSCs and AMC
resulting in the LARs being caught in the middle of the 4SC/AMC conflict.
The LARs caught in the conflict found lodging and transportation difficult
to obtain which impaired the LAR's ability to support his assioned unit.

A.10. When the Air War started Scud attacks occurred about every 2 to 3 hours
thru the night. The LARs assigned to KKMC donned their MOPP gear arcordingly.
Although the Scuds were ineffective as a destructive weapon they excelled
as a terrorist weapon - very little sleep was obtained from 2000 to 0600
hours.

A.11. The LARs assigned to Log Base "C" were awakened about every 2 - 3 hours
thru the night by the coalition Sorties as Log Base "C" was in their flight
path. In addition, convoys of the Heavy Equipment Transports were constantly

ird thru the night. Very little sleep was obtained thru the night.

-12. LARs were awakened by unit personnel requiring assistance at any
given hour of the night resulting in the additional loss of sleep.

A.13. Some LARs received vehicles contributed by the Japanese which were
issued rather than leased to the American Forces. LARs who received
the cars contributed by the Japanese, and did not have rental cars authorized
on their orders, incurred out of pocket expenses for flat tire repairs,
inner tubes, tires, oil, gasoline, and oil changes. LARS traveling 300-600
kilometers per day spent the majority of that mileage travelino over the rocky
deserr terrain. When MOGAS was unavailable at the units or fuel points
were too far awavy LARs purchased gasoline from the local economy.

A.14. Some LRUs were critically short just before the GIound WAr started.
Some of the units did not have eno.iah tools to support all of their
tecnricians. LARs, using their own tools, provided repair instruction
and effected repairs to the critical LRUs often returning the LRU to
FhC. Tools such as Swiss Army Knives, Leather Mans. and multimeters.
purchased by the LARs prior to deployment or from the local economy, were
crucial to effecting critical LRU repair.

ISSUES:

A.A. LARs u(sing the vehicles contributed by thp Jspanes shnuld he
"mbursea for ihe out of pocket expenses they incurrr~d.

m.B. LARs who purchased and used their own tools should be reimburced.
Each LAR should be issued a tool box.



A.C. LARs should receive the same incomte tax break rate as the field grade
officers they serve with.

A.D. LARs require additional Protective EquipMent (uniforms) during periods
of hostilities. This should include name tags, MSC tags, and additional black
baseball hats.

A.E. LARs require accounts with Central Issue Facilities within the theater
of operation.

A.F. LARs should be reimbursed for the laundry wash tubs, clothes line,
clothes pins, and detergent locally purchased. LARs should be reimbursed
for local nation laundry expenses in light of water shortages.



...... ........ +. .

Appendex B

SUPPORT REOUIREMENTS FOR A LAO

B.1. The following represents the support required for approximately
25 LAO civilians, and are offered for consideration to the units tasked to
support LAO personnel:

B.I.A. 1 GP Small. 2 GP Medium Tents, tent liners, sandbags,
flooring, light kits, generator wiring, generator fuel barrels,
60KW generator, diesel, kerosine heaters, kerosine, camouflage, poles,
cots.

B.1.B. Off Road Vehicles on a two LARs to a vehicle basis. Thp vehicle
should have a Loran or Global Positioning Set, communications equipment,
first aia kit, jumper cables, towing cable, 5 gal gas containers, and mapq.
Additional Maintenance for 12-1.4 vehicles.

B.1.C. Central Issuing Facility provisions for lost/damaged clothing or TA-50
items for 25 personnel. This should include MOPP gear and
accessories.

B.I.D. Quartermaster laundry service for an additional 25 personnel.

B.1.E. Class 1 account increased for 25 personnel.

B.I.F. 1 Shower unit, water bladder, circulation pump, immersion heater/tank/
required wiring, plumbing, and additional water delivery.

B.1.G. 1 Toilet unit, 5 gal fuel containers, fuel, shovels, and additional
manpower required for fecal matter burning details.

B.1.H. 2 each 2 1/2 ton trucks with 4 additional driverq for hauling the
above additional equipment.

B.l.I. At least 2 each Tactical telephones with 2 each sep~rate numbers to be
assigned to the LAO and installed in the LAO tents.



Appendex C

CECOM MASTER TECHNICIAN ROLE IN WAR

C.1. It is recommended that the CECOM Master Techs not he assined as
supervisors nor assigned to support individual units. The CECOM Master
Tech should be assigned to support approximately 6-I0 LARs within
his/her area of expertise.

:.1.A. There should be at least one Master Tech representing each Area
of Expertise deployed to the Area of Operation to support the LARs.

C.1.B. Master Techs should establish a Master Tech Network within the
Area of Operations to resolve issues outside of an individual Master
Techs area of expertise.

C.1.C. Master Techs should be prepared to provide the LARs his/her
expertise and assistance to effect field fixes and work arounds to enahle
the units to continue the war effort.

---End of forwarded messages

-End of forwarded nrecsages

-..End of forwarded miessages



Appxera RO

Faux, Bigl, 24 April 1991. TDip Report. South West Asia (SWA) [Memol



(Ilessace # 2: 20384 byvhas, N4ew)
Date: Wed, 2? May 01 16:13:56 +1:0
From: CECOM IEW TEAM (\cecomlew'geckenheim-epnh2ý.ar-mv.mj1)
To: selir,-rr4@MONMOUTH-EMH2ý.ARMY.MIL
Subject: EAMSEL-LC-RE-LHA-E: IEW\ý1114-O1//TRIP REPORT TEW MASTER TECH, EUR0PFIFAUX//)

PLEASE PASS TO 1LT PELLISSIER.

----Fc-warded pi.,sane 0 1:

Received: from~ seckenhem-emh2l. armyw. mil.army. mil
by masterm. seckenheim-emh-. armv. mi id ac04929;
264 Apr 91 14:24 +1:0

Received: from~ MOnMOath-ermh2. army. mil
by seckenheim-emh2ý. 5eckenheim-emhl.armv.miI id aa065-23;
24 Apr 91 7:14 EST

Date: Wed, 2-4 Apr 91 7:09:23 EST
From: AMSEL-LC-RE-LA-E (read iO2'2ý.MONMOUTH-EMH2-. ARMY. NIL
To: AMSEL-LC-RE-LA@MONMOUTH-EMH2-. ARMY.MIL,

AMSEL-LC-RE-LA-C'1-MONMOUTH-E-MH2. ARMY. NIL,
* ~SELIM-DIRtMONMOUTH-EMH2. ARMY. NIL

AMSEL-LC-RE-LA-E*QMONMOUTH-EMH2. ARMY.MIL,
AMSEL-LC-RE-LA-PeMONMOUTH-EMH2-.ARMY. NIL.
AMSEL-LC-RE-LA-C-HODf@MONMOUTH-EMH-. ARMY. NIL.
SELIM-RR@MONMOUTH-EMH2-. ARMY. NIL.
AMSEL-LC-RE-LA-IAMf@MONMOUTH-EMH2-. ARMY. NIL,
AMXEU-L-CECOM-IEU@seckenheirn-emh2'.arv. mul,
AMXEU-L-CECO-M-TIEWeJSECI(EiHEIN-EMHI. ARMY. MTL

Subject: IEW'f1114-01//TRIP REPORT TEW MASTER TECH, EUROPE*FAUX//

AMXEU-L-CECOM- IEWc'SECKENHEIM-EMH2
IEW)1114-01/i/TRIF REPORT IEW MASTER 'TECH, EURflPFAFAUY//

AMSEL-LC-PE-LH^-SWA- IEW

MEMORANDUM FOR CHIEF CECOM-LAQ-SWA
FROM: MASTER TECIA IEbJ, EUROPE.
SUBJECT: TRIP REPORT, SOUTH WEST A-5TA (SWA).

1. TRAVEL ORDERS LO 1.22-171 2-3 DEC QO, SZECKENHFTM, GERMANY.

2. DUTIES.
A. Logistics Assistaoce Frenti'eL ).Mastpr Tec-h

for Intelligence EItl-0111nIc Wairfare (T)EJ'.
B. SUpervisor for TEW Liris i n '3WA.
C. Alternate C~ntrcti~tlvj OffiC~~r for deliveary order 0033,

il1n of the Mantech con'tr;act to Int& ligence Materiel Management
Center (IMMC), Vint Hi.1l F.~rms, VA.



3. ACTIONS/EVENTS.
A. Logistics Support.

1. I arrived in SWA on 5 Jan 91, at that time there was

no logistics support plan (LSP) in place for IEW equipment in SWA
so the first challenge was to assist ARCENT to establish an IEW
LSP. After several meetings and briefings to the ARCENT G-4 and
G-2 staff it was apparent that Maj. Froede and I would have to
get general officer attention on the subject. We were able the
get on MG Monroe, ARCENT G-4 and MG Stewert ARCENT G-2 calendars
for a briefing on what support was required for TEW equipment.

The problem was two fold, first the 263 Maint Det for
VII Corps was not capable to support a fast moving battle. This
is based on the facts that the 263 IEW Det personnel lacked
training on most of the "Big Five" systems and they had no 5 ton
tractors assigned to them for movement of their repair and
maintenance shelters. Next there were two operational Maint Dets
within the XVIII Corps - 158 Mainit Det and 159 Maint Det - and
the XVIII Carps COSCOM was not willing to op-con one of thp
Maint. Dets to VII Corps. The way we attacked the situation was
to request that all the Dets become Echelons above Corps 'FOC)
IAW current Army Regulations.

The end result was that the 158 Maint Det from Ft.
-agg remained with the XVIII Corps, the 159 Maint Det from Ft.
-d was op-coned to the VII Corps and the 263 Maint Det from
•blingen, Germany was moved to EOC. This served as the best

plan for all the units because general support (GS) was moved
forward with each Corps and one Maint Det remained in the rear
with a contractor operated special repair activity (SRA) in King
Khalid Military City (KKMC). No further problems were encountered
with a support plan. I will add that the 263 IEW Det did pick up
4 ea. 5 ton vehicles o/a 5 Mar 91.

2. Next was the deployment. As the unit deployment
began the Maint Dets were located at SRA I Dhahran and were usina
the 503 Maint Bn as the ship to DODAAC. This worked fine until
the units started to move forward for the land battle. As a
result of unit movements ship to addressees found it impossible
to find the mark for units. The 159 Maint Det used four differqnt
Supply Support Activities and of course four different DOfrAAC•.
The problems this caused is still being felt and reconriliatioyic
are near impossible. The LARs assisted as much as possible in
this area.

The LARs worked long hard hours Searching the APODs and
break bulk points looking for unit DODAACs and reroanizahle
parts. I truly feel that without that effort many items wou.d
have been in frustrated cargo ,ards until the end of the war,
then probably to DRMO because they couldn't be identified.

While the LARs screened the break bulk points and
receiving points we encountered many others trying to find their
lems, of course it is human nature not to be as careful with

ms that are not yours. It has be-n observed that people would
en packages and or the shipping document protectors attached to

the shipping crates to see if the items were theirs. If the items
was theirs no problem, however if the items were not the
documents were not replaced as carefuklly as It should have. This



added to the frustrated cargo dilemma.
Problems caused by push packages and items shipped from

USAREUR to the SRAs took an extraordinary amount of time to be
delivered. I still do not have an answer to that problem. In come
cases the items never showed up. Example is the AN/GSM-318 Test
Set was shipped from USAREUR as 2 boxes. Box I of 2 was found by
LAR Stees at Log Base 'C" in frustrated cargo, box 2 we have not
found. In this case the documentation was correct however the 501
Maint Bn had jumped to a new location and the APOD didn't know
where to forward the item so it was placed in frustrated cargo.
We presume that box 2 was forwarded somewhere else with out the
documentation. Box 2 had the 00-321 test set for testing the
AN/UYK-19 CPUs.

3. As far as technical assistance on the IEW equipment
goes, our LARs excelled. I believe that if not for the LARs being
on site as often as they were the u~nits would not have been as
successful. On several occasions the LARs and I provided on the
spot OJT training for operators and maintainers, this is evident
in the Weekly Accomplishment Reports (WAR) submitted to the SWA
branch chief.

Prior to the ground offensive the IEW LARs continually
peaked the equipment and made certain all efforts were taken to
'ye a full compliment of unit LRU spares to support the land

tle. In some cases complete sets of spares were not available
.is caused some anxiety for the battalion CDRs and C&E shops 'jt

they continued to do the mission.

B. Supervisory Role
1. On 4 Feb 91 1 received a letter from the Chief,

CECOM-SWA naming me supervisor for the IEW LARs in SWA. Tho LARs
were Bruce Stees, Joseph Rudewic=, Mose Early, Larry Cromer, Greg
Kranfuss and SFC Wheeler.

2. It was a pleasure serving as the supervisor of these
folks since each displayed professionalism and were all self
starters.

C. ACOR
1. I was the ACOR for delivery orders 0031 and 0033 of

contract DAAB10-89-D-0503. I had requested the letter chartering
me as the ACOR in order to assist Maj. Froede, IMMC, because he
was also the CECOM Executive Officer and had limited time to
spend on IEW problems.

2. There were a total of 33 contractors in three
locations in SWA; 15 in SRA I Dhahran, 15 at SRA II KKMC and 3 at
SRA III Riyadh. SRA I was the first of the SPAs and offered the
most thorough support in SWA from the start. I base this on the
fact that they were better equipped and had more repair parts on
hand. SRA II was planned to be established and fully operational

* mid Dec 90, however the equipment did not arrive in time for
s to happen. SRA II was not operational until mid Jan 91.

-,cause of the late start it took quite awhile for them
to become effective. As the units deployed north we moved Support
forward by moving some of the hot mock ups, test fixtures and
repair parts from SEA I to SRA II.



3. Prior to G day contact team visits were made to all
the MI units. As a result of the effort of Mantech CFRs, IMMC
people and the LARs, IEW equipment was at very high state of
readiness at the start of the ground offensive.

4. The only problems that I encountered as ACOR was
that the SRA sites were in intense competition with each other.
At times competition has a positive effect on production and the
work force but in this case it was causing morale problems at
both sites. I talked with the site managers and ewpresced my
concerns, they responded well and support got back to the normal
excellence expected from Mantech.

The other situation was that the life insurance for
the contractors covered them in Saudi Arabia only. This limited
the contact mission area that were covered. It was not a Najor
problem since the ground battle was finished in short order and
no contact missions were required during the fight. CECOM LARs
and a volunteer team from the contractor did go into Iraq for a
two day mission after the area was declared secure by the CC V'II
Corps.

5. SRA is currently the retrograde point for all NDI
equipment In SWA. This was coordinated with DA, ARCENT and TMMC.

6. As I stated before the readiness of the IFW
,uipment was at a higher level then I had ever witnessed. I

ieve that the combined effort of the LARs and CFRs was the
jor factor in this.

4. OBSERVATIONS/RECOMMENDATIONS
A. Life support for the LARs. After living under several

different conditions here I can tell you that there was not
equity for the LARs. The LARs that were deployed to the more
forward positions did in fact have the most sever conditions to
cope with. There were extra chores put on them such as tent
building, making ( digging) bunkers, filling candbags, etc. Most
of the time there were only cold showers if any at ill and very
seldom were there hot meals. Naturally, the further to the rear
the better the life support. I 1Inow that it is near impossihle
to rectify this problem but I suggest that if a deploym, ent is;
required again we look to team concept and CECOM keep the
integrity of that team with TDA life support equipments.

B. The IEW LARs were supporting the Theater as teams, two
in VII Corps, two in XVIII Corps, one with EOC and T as the
supervisor/Master Tech. This served well for the qttick grotend
offensive that took place, however if the war had lasted longer T
feel that a LAR in each Battalion Would hkve been required. The
LARs had to spend many, hours driving to and from units. I
might add that the roads were extremely dangerous iind we are
-rtunate that no one was injured eriaousiy.

C. I have very little to say aibout the LAO support since
I was not assigned to a local LAO. The LARs should bp .nterviewpd
or a questioner should be made on how they interfaced during
deployment. I've heard several comments from 1_ARs that are not



happy wi.h he situation. Only 'Mr. C,-crer was aeplcyea as an IFU
LAR with a local LAO, I haven't had any fe.ohack from him on LAn
support or direction. I do believe that the MSC supervisors
need to have complete control of the LAR assignments and tasking
to assure all emergency situations can be taken care of quickly.

D. Equipment fieldings at the last minute was one of thp
most frustrating events we were involved in *'or not involved in
might be a better term). The PMs and contractors were eaner to
show their wares, but to have fieldings with no training or
little training was not viewed as productive. i believe that the
LARs should have been better informed to the types of equipment
and a schedule of event leading to the fieldings, this would have
insured that the units were at least ready for the team.. As it
was several units were "dropped in on" by fielding teamr.

E. Test program sets for IEW equipment were not used for
GS repair for several reasons. First the hand off-not fielding-
was not handled well at all. The TFSs were not verified and none
of the end items were tested by the fielders. The TF'P hand off at
KKMC was on 15 Jan 91 two days berore the air battle started.
CECOM instructed the fielders to oepart.

In order for the TPS effort to become a viable means of
air IMMC must take action to verify and validate each TPS that

.- fielded to the ATE dets. The TPS fielded to USAREUR had also
experienced hard times, the techs •t ;ce-al Support Center
Pirmasens have worked at using them cnd hc~ve had limited success.

F. I am pleased to --?port that all the unit Commanders &
C&E warrants I talked to were satisfied with the support provided
to them by the CECOM from LARs to contractors. There wpre no
incidents that support was lacking or of poor quality.

G. i don't wish to sound like a disoruntled employee, hut
in the future I would like to see an element added to the rating
plan pertaining to up to date passports, shot records etc. In one
case I know that we required a person here with certain skills
and the person was delayed because he/she did iot have a
passport. This is a basic requirPMPent for- deplomVent.

C. SYSTEM FAILURES/SUCCESSES.

A. M-OI.SAl performance was much better than T e:xpected
during the operations. This maybe because the venicle was
exercised more frequently then in g.arri.son, TACOM had previouslv
stated to me that driving the vehicle should a;Id hnurs of
operation to the Pngine and --top wet stackin, looks like thev
were on target. The vehicle did have some fallures but not the

-mal poor readiness. TACOIM LARs were norpiallv unavailahle
ause of the support -required for HETs and MIAl, but when SRG

,.=ller, TACOM-Europe arrived in SWA he uncovered several
problems. I will not elaborate on TACOM support however, one
thing that was needed in SWA was speed control switches for 6 ea
M-tOlSA1s. TACOM rnquetsted the switches and were told that the



switches were being replaced by a new ;olid state switch. The
solid state switches were deliverea to CECOM. Well as it turned
out the switches were delivered to Center for Pignal Warfare,
Vi:z Hill Farms Station, Va. The CSW purchased the switches for
evaluation not as a source of supply for repair parts. I departed
theater prior to any switches arriving.

P. AN/TLO-17A(V)3. This -ystem was considered the best

performer from most of the MI folks I talked with. The receiver
was better for intercept and readiness was more reliable.

There was a problem earl,/ on which was taken care of by
IMMC. The XVIII AB Corps had AN/TL0-17A(V)I sYstems-mountPd on
M-15! jeeps. MSG King fielded and performed the swap out of the
vehicles to HMMWVs. Additional HMMWVs were shipped to SWA for
USAREUR .ystems. ARCENT was asked to coordinate fielding of
HMMWVs to the USAREUR units (USAREUR vehicles are CUCVs) after
the cease fire. I had deoa'ted theater prior to anv decision from
ARCENT. as I understand from conversation with IMMC in country
folks the swap out will not take place in SWA.

Another success was i-he use if a log periodic ant for

band i. For further details suggest you contart the unidersioned
or MSG King, SELIM-TF.

C. AN/,.Q-34. The system readiness was also higher than
expected. The main concerns were shortage of LRUs. The ICS

contractor normally supports the system with TF'Ss and or a syvtem
to check the faulty LRUs. The EGUATE that the ICS contractor has
in Germany is sn 11 which is an older system and uses rev P
software. In SWA the TFSs were nor working, as I previously
statn. Many LRUs were stacking up at the SRAs and the techs had
to do to a unit and ask if they could pull a system off line to
use as a hot mock up, normally the units would support the effort
in order to have some LRUs as spares.

The systems that were deployed from USAREUR were early

models manufactured by GTE and the other cystems in the fleet are
manufactured by AEL. There is concern over the compatibility of
the LRUs from one Fv-rem to the other. So IMMC coordinated to
have , ea. AEL system= shipped to SWA to replare the USAREIJR
divisional systems. The IAD swapped ýhere svstcms in mid Feb 91
and the *AD elected not to swap out the svstef,. TiHMC and thp
LARS suagested t- use the displaced systems as 1 Pa hot mock up
ano two floats for battle damage. This was approved by ARr!.4T ,ind
thus fixed the maintenance problem for the ICS contractor.

There was still a problem with shortages of P-2144
receivers. The rcvr is used in AN/MI.O-74, AN/TFf'-32 ard
AN/TSfi-138. The problem is that the US A-my is not the FPTCA. The
item is a NTMCUS 3 item and the Army crn not repair the item. Th.
US Navv is the sole spurCe for the rcvr. USARFUF: wa •ho-t 50+

-vr3 ( all theater ) prior to their deplý,ment. This degraded
•oerations of most systems but did not cause any NMC3 -tiatus.

D. AN/TRfl-32 (V)2. Over ýll readiness was good. The
problems were as expected. Both the FOPSCOM Maint Dets were able
to rr.pair the qys~ems and the TCS had no problems with ciipporting
the LItLJs with the hot mock up.



E. AN/MSO-103C/B. The C model= ire mountem on the M-1015A0 ind thp B
models are an the CUCVs. Readiness was as expectea. The t;" Maint Det used a hot
mock up that they acquired for most of the theater repairs. The 263 LEMCo had
sufficient spares to help the readiness. This system has been declared obsolete
by the US Army and will be retired.

F. AN/TSO-138. Readiness was good. The Net radio protocol operated good
in the flat terrain, as the radios are LOS and the NRP does require intense
training to be effective. The MI CDRs rely on the information flow through NRP.
A system relay was fielded to allow further distances from the sensors to the
command, called TIGER. There were problems with the relay that were worked out
by CSW ana it seemed successful.

G. Imoroved Guard Rail V IGRV. The I MIB system readiness was
excellent. The sy.stem was deployed fr'om USAREUR to SWA by aircraft. After an
inventory the unit transported the IPF via road to their TAA andi operational
site (940KM) and were ooerational in 24 hours. This was done without any, repeat
any contractors, the only assistance given was by CECOM LAR Kranefuss.

The 2 MIB had several problems which may have been caused dur:LTIg
shipment, I was not in countr> when they arrived but LARs have reported that the
systems had been exposed to condensation and the disk drive heads were corroded.
I am no certain to the amount of problems this caused but the PM for IGRV had an
'tire Perkin-Elmer computer sent to bring the system to FNC. The system was

ught up however the bad disk drives did corrupt the system software. The
.,iter for Software Eng rep in SWA were asked to provide assistance to the unit.

The CSE reps requested a copy of system software, the software did not arrive
and the unit obtained a copy of the software from I MIP and built a new data
base. I was informed by the ESSO people in Seckenheim that they have back t.p
software for both USAREUR IGRV units and they were not notified of the problem.

H. AN/ALQ-151. The system readiness was good. Mantech was able to
repair most of the LRUs that were workc ordered to them. There were problems
encountered with obtaining a crew call button for the EH-60A for 1 AD. I.AR T.
Cox had faxed the EOC CECOM 09 Feb 01 with informati.on and a request for
assistance. Basically the item is not in the inventory and can only he purchased
from AEROSPACE OPTICS INC, Ft. Worth, TY, the call button hAd not arrived in
country prior to my departure. Specifics on the subject are addressed as a
seoarate issue in rhe IEW Users Group r.mint.-s, so this is not a n-ew i-sue but
one of the tiresome old issues that has not been resolved.

6. This report is not all inclusive of the support provide c:r the performance of
the systems. Anyone wishing to comment or inquire about Operation Desert Storm
feel free to contact Pe.

6. POC William V. Faux, DSN 37O-,124 or Commercial 0621-474557,
CECOM-IEW Europe Master T~ch for TEW.

//SIGNGED//
IlLiam V. Faux
ter Tech for IEW, Europe.

EOM

---Fnd of fnrw-,rd.•d mpissaae'
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